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ABSTRACT

The pufpose of this Maxi II Practicum was. to

demonArate that management by objectivs can

be utilized by school administrators to improve

their school.,and schobl syStem and provide a

,reasonable procedure through which change and

direction can be facilitated.

4
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INTRODUCTION

,Change,has pushed man faster and further t n the institutions charged

r-.

with his education can respond. Alvin Toffler coined the term "future shock"

to describe the impact of the force-of than a force that produces.a

it
"shattering stress and disorientation",on peo le, caused by subjecting them

"too much change intoo.short a.time." 1
.

Change is halving a significant impact upon the schools, their organi-

zational structure, programs, and the demands placed upon it for results.

Among such. changes are:

1. In6-easedsrole of schools as an agent for social change;

2. Increased demands by students and parents that the school

.become more responsive to the individual needs of its

students;

3. Greater participation by instructional personnel in the

decision making process;

4. Increased cost for the operation of schools, with a lqrge

portion of this cost going for wages of professionals; and

Decrease in financial support by the community.

Continued change creates problems. Lack of planning permits problems

to evolve into crises which demand more time than is readily available.

Schools must utilize formal and systematic planning to determine future

goals' and the methods for obtaining them.

1
,Alvin Toffler, Future Shock, New York: Random House, 1970, p.2
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As.school operations' iave grown more complex, administrators must be

made to realize that changes in management techniques are required. This
1-

is necessaryin order to evaluate the effectiveness with which-education

is meeting the needs of the society it is created to serve. Techniques

are required that permit proper evaluation of alternative courses of action

in maximizing the utilization} of scarce resources. The increasing involve-0

ment of students, teachers, par'ents, and community in the decision-making

proces makes, the develcipment of such improved techniques even more imperative.

To effectively operate a school,in today's society, an zdmihistrator

must be capable of providing both good management and educational, leadership.

Hence, to meet the newdemandsas just' described, consideration must' be v.

given to a management system alreadX utilized by industry--Management.by.

Objectives. This system has the potential to improve the quality of education,

to maxitize the utilization of available resources, and to measure the effective-

ness of programs. The system also provides a formalized me (iod and approach

to the imProvergent of the ability to organize,` obtain ipsults, anti adapt

rapidly to changing conditions. ;

The purpose of_this practicum was to develop-a Management by Objectives

UM.B.0.).model which will formalize, structure, and sys,teMize basic,"concipts

of management fer school administrators. Presently, school administrators.

. are unfamiliar with managemont.techniques to meet the challenge of change,

There is no formal and positive process fortestablishing goals add Objectivw

to achieve results, demanded by the community.
rel

Methods presently being used for the appraisal of administrators argil

not achieving desired results. New procedures and evaluation techniques

are needed. The establishment of an M.B.O. system will.offer a positive

approach towards achieving improved management performance by school

. . 6
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admi/nistrators which, in turn, will indroase a school system's effectiveness

and'efficiency.

_. I. The practicum will illustrate how an M.B.O. model can be,d6igned and

will demonstrate-how managing by objectives creates a management system for

planning and obtaining results in the direction that management desires and

.needs to take while meeting the .gbals and satisfactions of its participants.

. I
It is hoped that an M.B.O. model can be a design for leadership which

will provide a'basis for the determination of administrative effectiveness

of educational managers.

Ari'M.B.O. system can develop an organization for instruction which will

encourage administrators and teachers to demonstr4e a highdegree'of

initiative, professional growth, greater school. and community involvement,.

and higher overall='administrative-teaching,performance.

The implementation of M.B.O. into an educational system represents a

real challenge since it is more difficult to put into practice than in

business and industry.

L,
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MANAGEMDIT BY OBJECTIVES .

FOR1THE NEWINGTON PUBLIC SCHOOLS

BACKGROUND

Management by Objectives - What is it?

Schreiber and Sloan view Management by Objectives as ' Management

process by which work is organized in terms of achieving sp4cific object ves

by set times."
2

Joseph Ryan placed more emphasis on leadership, the team approach

and people:

"Management by Objectives is a method of leadership which
successful executives have been using for generatiOns..
It requires the individual executive to develop his own
managerial objectives as part of a team striving for a

-cOrporate objective agreed and understood by all. It
allows the individual executive, to accomplish the 're-
quired results in his own way, so long as this does not
interfere with achievement of his own or corporate
objectives. In short: you organizq your subordinates
to help you win your objectives." .)

Morriscy viewed M,B.O. as a management approach that sought o determine:

I.. What must he done (after careful analysis of why it mus

be done) ;.

2. How it must be done (the program steps or plan of act on

required to accomplish it) ;

3. When it miist be done;

4. How much it will cost;

2
D. E. Schreiber and S. Sloan, "Management by 06jectives,' Personnel

Administrator 15 :20-26; May-June 1970.

Joseph Ryan, "How to M.B.O." Management Today, April 1971, pp. 66-70
* 3

8
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5. What constitutes satisfactory perforiliance;

6: How much progress is being achieved;

7% When and how to take corrective action.

The basic strategy of M.B.O. is to focus on objectives and results.

4

Mapagcmcnt,by Objectives can direct individual behavior in an organization

towards goal setting. /

According to Odiorne, the system of management by objectives can be

described as a process whereby the superior and subordinate managers'of an

organization jointly identify objectives, define each individual's major area

of responsibility in terms of the results expected and use these measures as

guides for operating the organization and assessing the contribution of each

of its members.
5

It assumes that certain basic performance requirements are

met on a continuing basis and emphaiizes the continual' analysis of the

operation with the purpose of improving the results accomplished by either

the organization or by specific individuals.

Although M.B.O. is a new approach in education, its use has been

expounded in the industrial area by Peter Drucker and Douglas McGregor.

Drucker, in his book the Practice of Management, believed that progress ,can

best be measured in terms of what one is trying to make progress toward;

that is, through, the clarification of objectives. Drucker talks about

the necessity of having a true team and welding individual efforts into a

common Tort. He points out that each member of the team, regardless of

where he is 'tin the organization, needs 'to understand the objectives of

4

5
George S. Odiorne, Management

Corp., 1965, 55.

G. I. Mofrisey, MamIgement by
Addison-WeMeiPublishing

Objectives and
Co., 1970 p.3

by Objectives,

Peter F. Drucker, The Practice of Management
1954, pp. 121;1.3.6

Results, Reading, Mass.:

New York: Pitman Publishing

, New York: Harper and Raw:
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the whole organization and to see how his performance is contributing to these

overall objectives. M;tnagement by, objectives, according to.Drucker, substitutes

internal control for external control because the individual sees that his

objective demands it. He acts because he decides he must. The greatest

advantage of management by objectives, according to.Drucker, is perhaps that

it makes it possible for a manager to control his own performance.
7

Douglas McGregor in his book The Human Side of Enterprise formulated

two antithetical theories of management of human enterprises under the title

of "Theory X" and "Theory Y." The theorieS are two extreme ends of a

management point of view. Assumptions contained in "Theory X" are that human

beings are laDrand incapable of handling the taSkA given to them since the

average human being has an inherent dislike of work and will avOid it 4,f he

can. Because of this human characteristic of dislike of work, most people,

according to "Theory'X," must be coerced,.controlled, directed, threatened

with punishment to get them to put forth adequate effort toward the

achievement of organizational objectives.
8

Assumptions contained in "Theory Y" are that human beings can become

Self-directed in the service of objectives to which they are committed.

According to "Theory Y," the essential task of management is to arrange

organizational conditions and methods of, operation so that people can achieve

their own goals best by directing their own effort toward organizational
4

objectives.

7
Ibid, p. 130

8
Douglas McGregor, The Hunan Side of Enterprise, New

1960, p.147

9
Ibid, pp. 14.7 -148

10

McGraw-Hill,

3.



The average humag being learns, under proper conditions, not only to

accept, but to seek responsibility.
10

"Theory Y,".therefore, suggests that personnel can pecome self- directed

and can increase their productive capabilities if properly approached; motivated,

and supervised.

Most educators are reaching out for elements of "Theory Y." participation

by teachers in defining organization goals, self-assessment and appraisaL'of

skill levels and of performance, specific target setting, shared appraisal

procedures and relation of organizational goals to individual ones are

chief features of these guidelines. Only by basing supervigory organization

and behavior on "Theory Y" do we have the maximum probability of achieving

Iheir various needs within the goals of the organization.

M.B.O. is a sequential process, a series of successive plans developed

on the basis of man's performance and-future expectations. Regardless of the

size of the organization and the importance bf the undertaking the total

achievements are merely the sum of the individual achievements. The final

results are always-dependent upon individual results. Only by helping each

individual understand what is expected of him can goals be reached in the

shortest time and at the lowest possible cost in resources.
11

Large organizations have been criticized for working against the

development and expression of individuality in their employees. The image

of the man who does not rock the boat and fits wellinto a somewhat, mechanical

pattern has long since been recognized. In the face of these challenges to

individuality, M.B.O. provides a refreshing alternative approach. The

10
Ibid, pp 147-148

11
Marvin, P lip, Mnnn,cmcnt Goals: Guidelines and Accountability, Homeward,

Illinois: Dow Jones- nar-17rhc., 1969, pp. 57, 68
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system encourages and maximizes managerial independence and rods the

individual who is best able to obtain the results necespry for ogai'lizational

progress.

Management by -objectives tend to discourage extreme and unjust/ treat-

-ment of men who may be totally unaware of their personal shortcomings.' An

individual who has an understanding about his job knows what is expected of

him and can concentrate on meeting and perhaps even exceeding his objectives.

His attention is given to producing desired results and this creates an

atmosphere for achievement and reward.

M.B.O. is a new way.of administration. It presumes that the initial

'step in school management is to identify the goals, and objectives of the

school. district. Once goals and objectives have been identified, procedures

for assigning responsibilities among individual school personnel members are

established in such a way that their combined and concentrated, efforts are

directed toward achieving the goals of the school system.

M.B.O. assumes that individual 'performance or behavior is more important

than the personalty of individuals and that the performance or behavior

should be identified in terms of results measured against established goals

or objectives. Responsibilities among individual school personnel members

are established in such a way that their combined and concentrated efforts

are directed toward achieving. the goals of the school system.

Although management .bobjectiveS is business orientated and uses the

language of the operational industrial or business environment, the management

of a school system is a business requiring similar kindsN.of procedures and

techniques. The fine' line between "business" and "education" is primarily

one of terminology rather than practice.

12



Management

0 CV

h.
objectaves is a pattern of,supervisionowhereby a School.

administrator',s'areas of responsibility are reviewed and the results to be, "
-+ CI'

ou
,achieved are frre determiripd as accurately as possible. 'Management objectives

are designed by the.s0bordindte.. These objectives are notfulfy formulated'
.

.
," ,- . .. ,,"

'

until approved by .the superior.. In all insitances;'.6bieAiveS are written
.

-
J ' .' , . '0 ,,,, .

' so that .there will' be no question' as to what the individual had inAind.,,'
, g

The chances or accomplishing objectives become greater where there

° clearer idea of what is to be accomplished. This is an important'.

feature of. mana'gement'by objectives,._
."

V

d

6.

11.

',,..:. .
.

,Management. by objectivesi'threrefore, identifiei, the fact that we work,
, , '. , ' .. ,,

._ ., . , .

.or manage, in order-toaccompliih objectives.. What is done and how something

is done is sompl6tely,dependent on the objectives:

MILO. can take existing goals of a school system and render them

'1) clear, 2) visible'; and 3) operational. M.B.O. can inject a,high degree,,

, ,s1 44
of flexibility into decision-making procedures. It is 4 mdre than anything

,y
,, .

0 ,

ease; a "follow through" strategy for managetial.decigion-mking Its

concern' lies.not only with the,problem of making the right choice; but-also
44

With the problem of building an effective course of action once the managerial

decisiorr has been made. Hence,there is nothing new about the concept of

M.B.O. when it is-viewed in the context of individual decision-making.

M.B.O. is process oriented. It is a general approach that can be

applied to all types of institutions, including education. 1t is a process

that is useful in attacking a variety of administrative problems as well.

Possibly., the most important result of M.B.O. is simply the scheduled

and periodic stopping and reassessing of where the system is and where it

is going.

0
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Management by Obiectives:offers a guide for planning. It provides for

effective management control. It increases .control through clarification of

purpose. -It provideg effective performance evaluation strategies. An

administrator knows exactly what he has to accomplish within'astated period.

He knows where he's supposed to be heading and he*can be held accountable if
o

he'doesn't get there.
+

M.B.O. 4s a management tool. It is an opportunity for each professional

staff member to exercise true leadership. It prOvides the educator that rare

opportunity- to be in the position of knowing'what needs to.be'done and how
1,

Much it willcost. 'Then, the burden for deciding what will,1?e done rests

with those'Who allocate the resources and. they will Obtain only that for

,

which.theare willing to pay.

-

Relationship Between M.B.O. and P.P.B.S.,

°

Little effori,has,been made'to identify explicitly therelationship

between MO.O. and P.P,B.S. .Although M.B..0. emerged from the private sector,

,,while .P.P.B.S. 'emerged from the 'public sector, In practice, both complement

each other and contribute to an overall improved management structure.

P.P.B.S. has beeb introduced in many school systems to improve acceunta-

bility, while M.B.O. tends to be introduced to justify productivity increases

such as better -manpower utilization and to give better services.

Both P.P.B.S. and M.B.O. start with and,stress the importance of

Objectives.. Operating in the M.B.O. mode can facilitate operation in the

P.P.B.S. Mode. In P.P.B.S., the end product is.a decision about how resources

are to be allocated and used. In M.B.O., the end product can be many things

such as the appraisal of the productivity of staff members, more effective

motivation. of managers, a generalized management-planning and control system.

14
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The malor difference between P.P.B.S. and M.B,A). is in:the area of

evaluation.'

P.P.B.S. _tends to focus on. program evaluation as opposed to people. This is
,

the reason-why-P.R.B.S. is not as threatening to a lot of school districts and

why there has been more interest and development in P.P.B.S,,,than M.B:O.

BecauseM.B.O: is focusing on people, there is going, to be a.depision /

:made at some point, in time'in which they are toad that theyare incompetent.

The evaluation of performance is a lot snore threatening, because-ii-deals with

the kinds'of critexia used to judge an employer.

P.P.B.S. never really deals with that issue very much. Ifa program

is not achieving expected results, an inservice program is set up.to improve

teacherperformance or more resources are committed-to imprOVe the program.

In P.P.B.S., programs areevaluated. In people are evaluated., This is a

basiC distinction.

That is the.reasOn M.B.O. and P.P.B.S. can be viewed as complementary and.'

compatible outcomes oriented management systems. You really cannot do one

without the other.t The procedures used to evaluate people,prtainly should

be related to what happens to youngstetS" in the various instructional programs.

They are two wings of-the same bird.

In P.P.B.S. a program structure is essential. Programs have to be

identified prior to-establishing'a program budget and prior to establishing

a program evaluation- criteria.

In M.B.O. a-table of organization is essential that is based on the

functional role of the administrators. Both M.B.O. and P.P.B.S: have the need

for goal setting.

In-P.P.B.S..you have:

lt program goals

2. program objectives.

15
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'In M.B.0: you have:

. I. performance goals

2. performance objectives.

Both M.B.O. and P.P.B.S. are concerned with purpose or results. The'

major focus in P.P.B.S. is on what happens to the learner.' In M.t.O. the

emphasis is on what the teacher or administrator is doing.

P.s.B,s. and M.B.O. ought to be.directly related. As administrators

are writing their objectives, in a M.B.O. format, they ought to include certain

of their P.P.B.S..respongibilities. P.P.B.S. responsibilities of administrators

should be spelled out in writing their management objectives. In the past,
4V

there was often no relationship. "It was .as if they were unlike concepts..

In the successful implementation of either P.P.B.S. or M.B.O. the follow-
.,

ingmust take place:

1. The superintendent of schoOls ha to play a major,role;

2. ,Inservice training must take place to explain the systems.;

3. Provisions-should be made for staff involveMent. It should

not just be" formulated in the central office;

4. The school district should be well organized;

5. Intentions of implementing .P.B.S. or M.B.O. should be

announced to the total staff".

. There has to be commitment and resources;

7. There has to be consideration for the human side of accounta-

bility sincethese are the concerns of teachers when,imple-

menting an M.B.O. or P.P.B.S. system.

16



STATEMENT OF PROBLEM

In response to the growing
/2
'national grumbl ng about a need

for educational accountabiliii and the problems posed by a changing

society Upon public scHOols, the administration, and management Of

schools has come under critical review.

The changes that have taken place in our society created

numerous problems for the Newington public schools. Today's

youngsters are exposed at earlier ages to more information and

accelerated experiences. As a result, youngsters see more, do more,

and know more than their predecessors. Administrators in a number

of schools were unable to cope with the problems presented bya

changing, society and community. This was particularly true in the

high school where management techniques were being. questioned by

board of education members, central administration, parents,

teachers, and even students.

Administrators were managing the high school on the basis 4t

"crisis management." They would react to problems in a school rather

than plan and anticipate how to prevent the occurrence, of problems.

High school adMinistrators were too busy putting but "brush fires"

and stated that they had no time for planning whiCh would prevent

problems.

Conditions at the high scho*presented problems that were

of immediate concern to the boardmembers and, parents of the

17
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Newington. school system. Consequently, the high school principal

had to give a report to the. Newington Board of Education in a

scheduled public meeting delineating how he would propose solutions

to very significant problems which were occurring at the high school.

Such pressing problems were:

1. Lack of supervision in corridors and hallways;

2. Vandalism by students to lavatories;

3. Poor supervision of teaching staff;

4. Poor performance by athletic teams.

The board of education was requesting, therefore, more accounta-

bility of the high school principal and his assis ants. The board of

education, irteffect, was evaluating the perfO Dance of high school,

administrators. Their role should have been .emulation of policy.

and not evaluation of schpol administrators. The board of/education

assumed the role of the evaluation of scho administrators' perfor-

'mance. Since there was no formal evalua on plan for the evaluation

of school adminigtrators, the board of ducation had stepped. into this

vacuum. The board reacted to proble and complaints by parents.

They were not capable or profession ly trained to evaluate school

administrators.

As the board of educatidn was demanding more accountaklity,.
1

I .analyzed the data obtained at the hearing of the high school

principal and attempted to draw some conclusions as to the basis

for the problems. bObesee.were as follows:

a

18
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., High school principal and assistants were rarely

visible to students or teachers.

It. was a practice 61 the principal to sit in

his office and isolate himself from the problems of

a high school with a student body of 2,000. The .

students could not recognize the principal from

-other adults in the'school. .teacheralso, rarely

saw the principal. The principal or his assistants

ti

rarely visited.classrooms. Teachers who had students

that were discipline problems always sent students to
.-

the principal or his assistants. Hence, the only

conimulication that existed between'the students and

the high school administration was in a disciplinary
4

Setting. The high school administration did not know

the.students. While the school administration was

busy disciplining students, other students would

be vandalizing the lavatorieS. Vandals knew that

high school administrators would never be present

to witness,their negative behavior. Vandals also

knew that teachers would not find theM-in the lava-

tories, since they rarely supervised corridors and

hallways. Teachers 'stayed in their classrooms and

made no effort to appear in corridors, hallways, or

lavatories Since administrators were never visible `in

these areas.

19



2. Poor performance by athletic teams

The high school administration rarely gave support

to athletic. contests either by attending games or by ,

organizing Odrents as boosters or supporters'. The

principal or his assistants did not attend any of

the athletic games. Parents', players, faculty, and

board of education members rarely saw the principal

or his assistants at any of the football, basketball.,

soccer, or baseball games, and the morale of the

players on the athletic teams was low.

Poor Supervision of teaching staff

Since much of the time of.high school administrators
,

was spent in'their.offices, it was apparent then' that
,

very little of their time was-spent in supervising
..

classroom instruction. Teachers were'rarely observed.

Futthermore, administrators lacked competencies in

superviSoryskills. They Aid not )(nOw hoWthObserve

and collect data during the teaching-,of a lesson.

They did not know the difference between data and

inferente.'lliey did not possess the skijls'neCessary

to conduct a- supervisory conference. Administrators

lamented the, lack of time available for supervision.

e4.

A-closer examination revealed several more prohlgms that added

to the concerns of the Newington Board of Education. These were::

?ce

9

13.
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1 Poor Communications with parents;

2. Poor communication and rapport with students
by administrators; , .

3. Administrators were unresponsive to telephone

4. Students clamored for a review of course require-
ments for graduation;

8. Board of education never received feedback, as to
what happened to its product (students) after
they graduated from NewinktonJiigh School;

6. Board of education requested data as to the
level of competency that high school students
were functioning;,

7. Board of.eddcation''requested an indepth study
of weighted grades in determining class rank;

,8. Parent,advisory groups did not exist at the
high school; .

9. Little recognition was given to students whcr
achieved acadeMically.

I

'
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DEVELOPMENT AND IMPIEMII11'MION ith STRATEGY [LAN

The plan and strategy used to cope with the problems-existing

tn the Newington school system, particularly the high school, was

a) to design and develop a Management by Objeadves-(M.13;0.) model,

and b) to applyjhis management system to selected Newington

administratbrs. Since most 'Of the problems revolved around the

high school, the management system was applied mainly to high

school, administrators..

One way to achieve accountability.bs sought by the board

of education was to provide a management system that would provide

a reasonable procedure through whichchange.and direction could

.be facilitated. I believed that the strategy represented by

applying M.B.O. would focus the school district's resources

toward defined-directions in solving existing problems.

Developing an M.B.O. model was the,most feasible and

effective way to resolve some of the problems existing in'the

school system which were of deep concern to the Newington

board of eduCation and the community.

For changes to occur, new management' procedures hadto

be adopted. I had to.provide a design to deal with what'was.

wrong. .1 had to provide a remedy for not only what was wrong

A
presently, but I alsa had to design a method which could be

used by administrators in the future whem`prabaem8 arose.

22



My strategy model also directed administrators to deal

with problems which were most immediate--problems that had to

be dealt with this year. Other problems, as previously stated,

could be resolved in-future years by utilizing,the M.B.O. model.

The M.B.O. model was intended as a blueprint for school

administrators. Once problems were identified, objectives could

be established by administrators and.methods and planS for the

achieveient of these objectives during the year could be

formulated. Some of the objectives would be achieved while

some would not. If they were not achieved, objectives' could

, be recycled during forthcoming )?ears.

The strategy was to simplify and clarify the managerial

process operating within a school system so that administrators

could manage by objectives or manage for results. The M.B.O.

model could also be used as a Vehicle f6r the improvement

of management performance., Improvement of administrative performance

ti

was one or the major purposes of thisnew management system. .New

management techniques wereneeded to cope with the problems re-

sulting'frOM.changes in our society and demands for accountability.

The objective was to devise a model plan that any adninis-, .

trator could follow to remedy problems which might occur in his

school. It wasmy intent that once Problems were identified,,

I would hate available for them a model which-they could follow
.

tb resolve their pioblems. If an administrator could understand

23
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the treatment as prescribed in the M.B.O. model, attempts could .

be made by them in resolving problems occurring in their schools.

It was hoped that by implementing this objective of devising

a model M.B.O. plan, some .pf the pfoblems illustrated previously

would be"corrected.

24
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THE DESIGN AND DEVELOPMENT OF THE M.B.O. MODEL

In designing an M.B.O. model, I had to keep in mind that I

had to devise a plan whereby an administrator ould know exactly

what he had to accomplish within a stated period.

As preparation for the designing of this model, I did the

following:

1. I attended the National Academy for School
Executives which held an academy seminar )

on management by objectives. This was held
in Miami Beach, Florida. Dr. Steve Knezevich, ,

professor of Educationqj. Administration at the
University of WisconsiA and Dr. Samuel. Goldman,
Dean of the School of Education at Ohio' University,
were seminar professors.

The seminar dealt with an understanding of M.B.O.
and how M.B.O. could be applied. It also re-
viewed strategies for the implementation of
M.B.O.

2. As a forther student of Dr. Peter Drucker, noted
management professor at New York University, I
had been exposed to management by objectives during
his lectures. I reread his book "The Practice of
Management.."

3. Talso became familiar with the works of Douglas
McGregor who'espoused new management theories...

4.. I attended M.B.O. management conferences. condutted
by Dr. harry Hartley, now Vice President of the
University of Connecticut and fouperrr Dean of
the School of Education at the Udiversity of
Connecticut.

) After exposing myself to lectures, conferences and the

/literature, Iwas ready to design the model. Much thought and

effort meat into this phase of the practicum. As I will mention

in the model, a great deal of preliminary work was necessary.

25



First, I had to have the solid support of the Superintendent of

Schools, and the board of education. Next, I had to set up an

orientation pr9gram for the schobl administrators so that they

would understand some of the objectives I was attempting to

achieve.

The orientation period provided a time for administrators

to understand that applying M.B.O. to _their particular situation

was a developmental process. Under the best of conditions, l'bugs"

will continue to exist, especially during the first few years.

It may take several years of hard work to accomplish the objectives

set forth by an adMinistrator in applying the M.B.O. model. The

orientation program enabled the administrators to enter the

arena of M.B.O. How they will play in the arena is another matter.

In degigning an M.B.O. model, I conceived that there were

eight major steps or components to the model:

1. Development of Systemwide Goals;

2. Inservice Training;

3. Job Descriptions;,

4. Identify Performance Objectives;

5. Plan for the Achievement of Objectives - Initial
Conferences

6. Monitor Performance - Interim Conference

7. Performance Appraisal Reyiew - Final Conference

26
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STEP DEVELOPMENT OW SYSTEMWIDE GOALS

M1

Paramount to.the successful implementation of M.O.ag is the development

of systemwide goals. The challenge to schtiol administratorS is stoprovide
r-

'a, goal-setting "umbrella" where personal, targets can be sighted, and reached
. 446

by individgals at all leVels ofthe enterprise, School administrators must

recast its condept of systemwide,gbals.i4 this perspective. 'They must' ,

integrate the goals of the organization With-the goals of its members and
, .

make personal goals attainable ,within the school system framewdrk,

-'The integration'Of school system--,and personal goals'does not mean

that the staff must adopt .Systentvide goals as a replacement for their own.

It is equally wrong to assume,.that the sum Of staff goals will equal the

goals of the school system. Such assumptions lead to conflict between a:dminis:-

trative employees, with each pursuing paths that lead -away from aclikiev'ement.'

Personal goals and systemwide goals need not be the. same; they must

simply be compatible. compatibility, or better, gchievabil4y*, of systemwide

and personal goals is pbssibfe-e,ven though' they are different.

Goal Definition:. 'A' gcial is a broad, direction, general purpose; or

. intent.: It is not, Cancethed with 'a specific achievement in a Specified'

time period. poar-ostatements represent a distillation and., formalization.'
,

lof school clistrict.liee4s..,::Deyelopmfitt of goal statements is' the. first
" i ,:, - . . ,

step-in the"n raaltical Process 'required toquired t organize cpsmpOnents o f the ..

,.. .

. u . ,
4 ,,i A 1 e '.
' V dj.stritt in manageable,. recognilable;',enfities. Goal statements ,thay be

,.
'orgiii.zea 'Into hierafchical arititements, i.e.; district goals. This ..
, !, .-.4 - , . . , , , . . ,

, apples equally to the instructionalnstructiOnal as Well ds the-nOn-instructional
s

n

n aspeFts of school district, operations:

4 4 44
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Agoal is.a continuing purpose that provides. a sense of direction-through

time. A'goal:is genpfal i4 scope and may be though of allproviding a direction
-

or an aim for .school disffittato work toward. Goals are not"stated in
.. .

measurable ,teams; they usually do not have a't*e frne attached'to diem.
,..

. 1-

In Newington,' systemwide goals were developed by a Management team

.consisting,ofthe superintendent of s6hoois.and }pis top administrators and '

e
upervisors. This committee prephred priorities and'ionglyange goals for the .'

.

- school distrktf at the begifinirig of the school fitcal
4

.:yeare (See Appendix A)
. ,

Systemwide.goal setting should be dom:annually. The adinistrative team
9
4.

sets its systemwidevobjectives-and priorities before, the beginning of school'.
, , 6

"for.the forthcoming school year.
.,,-;.

Without definite goals and objectives-to which school peisonnel will-

"direct theii individual efforts, a.sensepfpufpose of mission 'will be

, . .

= noticeably absent and effort will tend-to be directed toward maintaining
I

the status quo.
,,

,

. Newington°, s approach of detielOping ysted,,ride goals and nbjectives.,

as illustrated,in Appendix A, emphasizes the tneeastO integfhte.tHe objectives
,

a the "organization or schOordistrict with thevhjectives of individual-school'

administrators. The focus; thus; is withmaking,MLB.0.*an inteirai part of

the madagement-protess, and forcing the super tendenf of schools. to play '..

h major role in the process., /.

Thepxoteadresused in establishingsystemwide objectives were as

foilgws.:

y 4
s

,

, .

t

, .

. .

1. Appointment of Admini4rative Team M
.)., ..

2. Adninistxative TeaM make's basic assumitionsabout"tesults ,

.,.. e
. A 4.

.

the sthool district expects fo'attain in relation' to the
-.

- . ,

, . three district-wide functions Of instruction,-management,

and support.

ti
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-Goals are developed through brainstorming techniques 'by

members of administrative team

Input and feedback from those who were to work to attain the
,

objectives and those who would be affected by them, such as

staff, stUdents ,and taxpayers. Systemwide.objectives are more

likely 'to'be met if those persons affected by the objectives

have,had a voice in their establishment.
.;.,

AgreeMent.and Understanding was received from all 'groups

the educational .community. School districts will not

attain their objectiveS.without thii agreement.

6. Specific procedures were used for 'Arranging goals into

*priorities. 'Of the many goals proposed by the adminis-

trative team, no more than eight were'selected after

prioritization of the proposed goals.

29,
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STEP 2 INSERVICE TRAINING FOR MANAGEMENT
BY OBJECTIVES

The development of M.E.O. is anything but easy. Disaster can te pre-'

ditted if a deciSidn is made to institute M.B.O. "next week." A Jot of preli-

minarY'work is necessary in order to implement an M.B:O. system.

An inservice program for school administrators is essential, and the

process shoUld,be applied onlyto administrators in the beginning. School

adniinistrators make most of the organizational decisions and, itherefore,

should fully understand what they are doing before trying,to lead others.

Each school district should. determine for itself what kind of orien-

tation program it wants to conduct; The orientation period is the time for

eliminating as many pf the "bugs" from the system as possible. It must be

understood, however, that M.B.O isa developmental process. Under the best

ofjconditions, "bugs" will continue to exist. Hence, an M.B.O. system has to

be continually re- examined and procedures re-evaluated.

Some school districts have used outside gonsultants to familiarize

the staff with M.B.0,while other school districts have sent their-top adminis-

trators to attend workshops and seminars conducted by A.A.S.A. (American

Association of School Administraters).

Seminars'provide opportunities for administrators to discuss case

studies,explore problems, and associate with others who have had experience

with the ,concept.

There are a number of films on M.B.O. with accompanying materials

whiCh can be utilizecto orientate school administrators.

There are books written about Management by Objectives that can be

utilized during the orientation program.

30
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The inservice training that took place for the implementation of an

M.B.O. system in Newington for school administrators was as follows:

. . 1. Attendance at A.A.S.A. seminar on Management by Objectives

by central administrator

2. Attendance At P.P.B.S. -'M.B.O. manageMent conference it

November 1974 conducted by Dr. Harry Hartley,-Dean of the

School of Education, University of Connecticut by school

administrators.

3. Use of outside consultants, Dr.David Champagne and Dr. Richard,

Goldman of the University of Pittsburgh to inservice school

administrators. Workshops were conducted in.November and March.

Such supportive training and consultive services need to be available

to implement the concept of M.B.O. Primary emphasis of inservice training

will be the interpersonal relationships and leadership style that is

necessary to bring people to the point where the will be motivated to perform

67

somewhere near their true potential.

The advantages of using an outside consult t for inservice training are:

1. Proven expertise and up-to7date knowle ge of M.B.O.

2. Consultants are not bound by existing raditions of the

school system.

3. ConSultants are able to effect a more:rapid movement

toward change.

The disadvantages of using an'outside consultant are:

144,COnsultants may lack knowledge of the ;problems and goals.of

the school system.

2. Iariy school systems are not willing t

outside consultants in fear that they

expend money for

may be criticized

by the public as making costly expdnd tures.

'31
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An alternative is to utilize a school system administrator who has

,attended a number of conferences relating to M.B.O.

After proper orientation techniques have been completed, a pilot program

can be used to develop the.strategies and techniques necessary to implement

the program.

An M.B.O. process can be successful only if the school district has

prepared for it. It is not possible to merely try M.B.O. out. There must

be a commitment to making it work. .

Inservice workshops should 'include discussions on topics such as:

1. How do you establish an effectivemork environment or climate?

2. How do yod delegate effectively?

3: How do you coach people, because the role of a supervisor

should be largely a coaching relationship--not simply finding out

if people don't do a good job and,Jiguringout ways to get rid of

them, but finding ways to show yob how people do a good job and

something to help them develop their full potential.
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SEP 3 JOB DESCRIPTIONS

26.

A job description sets forth in fairly.general,terms the basic function,

principal duties, and organizational relationships that make each management

job. The job description is a summary of the important facets of a person's

job. It is a document intended to clarify the basic purpose of a position;

its duties and responsibilities, and he boundaries of its authority.

Each member of the administrati 'team should prepare a job description.

The forthat should describe the following:

1. To whom am I responsible?

2. For whom am I responsible?

3.' Fog" what am I responsible?

Each responsibility cari be expressed as'an objective whenever possible.

The job description should be constructed to specify each administrator's

responsibility for the design, maintenance, and efficient operation of a

'particular part of the school system.

If -a job description is not available for every professional position

in. the school district, then one should be developed. If job descriptions

are available, they should be reviewed for completeness and clarit . Each job

description should be revised, modi ied and refined so that It c be used

as nn effectiveAnstrument for conducting a job analysis. (See Appendices

B and C)

Job Function: A-Job function is a general statement of idealistic ends

depicting the purpose one has for working, in a system. The following broad

categories are used to describe major areA cif perf6rmance for administrators.

These areas are specificallydefinethin terms of job responsibilities. It is



,

from these responsi ilities that individual Objectives are deriged, The.majon,) .

. .

-..
..,

*

.4
,27.

categories are:

1. Curriculum and, Instruction

2. Staff Personnel
4

3. Business Affaiis
,

4. Pupil Personnel

Individual job responsibilitiesrelate to the,aboyefour functions. ,

An administrator ,uses- one or a Combination of these.func;iOns." The most

common characteristics used in operationalizing the functions are:.
. r

Planning: What do we airs for and why', 4

Organizing: Who 1s inyolyed.and how? I
le

Directing: Who is 'doing what and'when?

y

Coordinating: Who infbrmed whom and abou.whpt?
,

COntrollinv Who judges resblts and by'whdt standards?

,

'31
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4.

IDENTIFY PERFORMANCE OBJECTIVES

In ansM.B.0: syStem each administratOr, with the assistance of his

appraiser,, annually specifies peTformance objectives or'job targets'tp be
t

accomplished during the apptaisal period. Eachindividual administrator has

to go through the experience-of setting objectives for his position, in.
,

.collaboration with his appraiser,

The specific. activities which of administrator selects for improve-,

. .111ent during the appraisal period'arecalled performance objectives or job

targets, 'These objectives become the focus of the evaluation of the

appraisee's:performance.

Performance objectives are 'written to meet two areas of concerns:

1. IndividualJob ResponSibilities

2. School Systemwide Goals

. ,

PerfoTance objectives should be related to'key resu rea the

jo b description, so that thescope of the adMinistrator's job can be dete

mined and clarified. lt,is not necessary to have a performance plan target

for each statement in'the,job description every year.

In Newington, a number of major'performance:areas have been identified.

They are:

Vr

.

1. Curriculum and instruction
2'. Staff re-rations
3. Pupil relations .

,4. Finance and Business. Management
5. -School Bilildings and Equipment
6. SchoOlLCommunity Relations
7. Supportive,Services '

8. Professional Growth

5
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e
Within these major performance areas, role expectations . are identified

fot each administrative position:` These role expectations serve to clarify

thwduties and responsibi,lities of the position, suggest the skills or exper-
.._ .

*tise.41:iared;'describe optimum behavior for an administrator within his

area of responsibility, and establish guidelines whiCh enable the adminis-

trator to judge how well he is performing,
,

When:identifying specific performance objectives for the 'year,- the role

'expectations, fOr the administrative position provide the starting point,

Performance objectives should be set sothat their attainment produces
.. ,

results that satisfy the siStemwide'objecdves of the school system as set

foitirin'Appendhs.A. Theymay be established for the school district so that

each administrator assumes responsibility for an appropriate-portion of the

systermide.objectives-
. I

-After the area3of responsibility have been clarified, and performance

objegtives are written to meet the areas of'responsibility and systemwide

goals, there are other types of performance objectiveg that can be identified.

-These are:

1. Routine
2. Improvement:or problem solving'
3, Tnnovatilie

' 4. Personal .

A

The ioutine.objective is set forth whenone expects torattempt only

,approximately the shme results is were achieved previously. Routine objectives
,

define responsibilities.cOnsidering.the function of the position. The'tasks

described by these objectives are comparable to task's defined by a job

description.

The improvement orproblem-solving objective is used for problem situ-

ations or when satisfactory results have been achieved..
,

) '36
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InnovAtive objectives are used when the previous results do not appear
, ,

to be satisfactory and evariatien in approach, to the responsibility is
t

deemed apprdpriate.

' Personal'objectiVes.are thdse which contribute 'toward the individual'

administrator's development and perhapshis'oiganization. Attaining a work-

°` shop on program budgeting tis an example of a personal objective. Placing an

article in educational journals once a year is another example of a,personal

objective. Every administrator has some personal skills that need to be

improved or acquired to make it possible to do his job better -or to enable

him to progress to higherjevels of responsibility. Other ekamples of

personal objectives are:

1. Membershipand'participatidn in professional groups

2. Participating in community sdrvice

.3.. Working toward an advanced degree

Objective: An objective is a measurable, desired result to be

accomplished within a specified time period. Objectives are time framed and

are stated in measurable terms. There are.many techniques that can be used

to measure objectives.

Objectives Shduld contain three factors:

,l. Time deadline for completion

2. Performance behavior (action plus content)

3. End result expected - evidence of success

The following is the criteria to be used in writing performance objectives:

1; The objective must be stated in clear, concise and

unambiguous language

2. The,objective must be stated.in measurable terns

3. Objectives must be feasible
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4. The objective must be realistic and attainabib,

5. Objectives must'be time-bound

6. Objectives must be integrated

7. Objectives must be signifiCant.

An objective provides specifics that clarify the goal proposed bjr the

school district. The translation of a systemwide goal Usually-requires the

'development of several objectives, each at different levels of:ihe organi-

zation.

An objective is an outcome statement that is consistent with and grows

out of a related goal statement. It is a more specific expression of a

position, behavior, process, or product to be achieved over a shorter time

period. Performance objectives describe outcomes that are measurable and

achievable during a relatively short time period.

Performance objectives should be challenging, stimulating the appraisee

to reach out to improve his performance. Howevei .they must.also he Tealistic

and within reach. There is no point in setting targets.whict; 'are so'impossible.

,Performance objectives must he capable of completion:Within a fixed period

of time.

Administrators should resist the temptation of having a large list of

targets'. It is not imperative that all objectives be identified at any one

time. No one can improve in' everything simultaneously.

A management or performance objective contains five components:

1. -Time Interval (How much time is needed?)

2. 'Org zation Unit (The unit responsible)

3. Person Perfdrming (Who is to do the work?)

4, Performance Behavior (Describes verb and conte )

5. Conditions (Describes-the restrictions or limitations)

38
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Formulating objectives takes careful thought and analysis. The

intention of the objective must be clear and its focus well understood.

.

Objectives must be stated in terms of results or conditions to be achieved,

rather than in terms of activities to be performed. Objectives must be

'stated concisely and briefly without complex and elaborate descriptions.

M.A.O. forces an administrator to deploy his limited resources where

. they count most. It forces him to focus upon those variables that the enter-,

prise needs for survival and growth. The practise identifies and separates

the many trivial and insignificant variable. This separation is called

the Pareto'effect. The Pareto concept says that it is uneconomical to

devote the same amount of time ana attention to the inconsequential that

one devotes to the critical. The Pareto principle directs concentration

to the few-critical tasks which should receive the most skillful treatment,

a

because suchfunctions produce the most good to the orgranization. Hence,

the' administrator must recognize that out of the many possible objectiveshe

must commit himself to the critical few that most benefit the organization.
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St' 5 PLANS FOR 111E AO I I EVIENT .01:

OBJECTIVES 11IE INITIAL CONFERENCE

At the initial conference the administrator meets with his supervisor

or appraiser and presents the objectives on which he wishes to'focus. The

appraiser reviews the objectives carefully and rekts to the bjectives set

by the administrator, suggestochanges, accepts objectives, modifies Where

necessary,. and reaches, agreement on the major objectives to be pursued during

a specified time period. The conference should be tonducted in an atmosphere

of cordial and cooperative understanding. Differences ,are negotiated anci

both supervisor and supervisee seek to reach agreement on primary targets to

be pursued.

Precise perforMance objectives are defined, and further plans are dis-.

cussed for the achievement of these objectives. Means of evaluating progress

on, or accomplishment of, performance objectives are identified and dates are

set for subsequent confelenccs to discuss progress. Upon the completion of

the initial conference, communication channels have been opened, and both

partitipants should feel confident that they now have a much clearer ,

understanding of the other's Plans and expectations.

The initial coOference can include discomfort, anxiety, or hostility

on the part of the both appraisee and appraiser. Expectations of both must

be clarified and negotiated during this meeting. Resolution of all ddsagree-

ments will redUce the possibility of misunderstandings later.

,The supervisor, at the initial conference, becomes a "helper" in that he

mast provide resources necessary to reach desired results. By being placed

into a helping role, supervisors develop a spirit of cooperative planning.

40
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Hence, both supervisor and supervisee beCome obligate fl romote,attai
C . , .

. t

Of thd specified objectives and to'monitdt progress. progress conferences-
t

34.

ht

- ...,
.

held. during the school year shouldbe supportive and serve as a means-Of foster-

ing improvement.

Objectives are revised'or omitted whenever, it ig:Jduttially'figireed todO

so.' After the conference, new objectives,or new plans maybe - instituted
n 4

1 g the appraiser and appraisee to jointly determine feasible objectres.

The initial conference is a most important, if not t4e, most important,

of all, the steps. This is;, the time the `supervisor and supervisee try'to,'
,

isolate and agree on the four Or five" ,most important,objectiVe's that the

supervisee will perform in the ydqr,.to come. The supervi*SeeTyilI, in

addition, continue to do all of the things he/she'would normally do.

At the initial conference, both supervisor and supervisee agree on
,

the following:.

f, 6What\is to4be done objectives

2: Procedures or meahs by whiCh °Nee/Fives Will

be chieved.

fl

Outcoie\ to be expected (criteria for measuring

results)`
,

'A
.

form is ompleted by,evaluatee'and agreed to by evaluator-(See Appendix D)
.

. .

A supervisor 4houid be actively involvedin helping subordinate§ to

achieve- objectives and, grow.-in /competence. The' development of subordinates'
P

is probablyIthe,most importanty'of'§upervisory-mahagerial functionS. This help:.

r14

ing relationship shdUld'be made,clear by the supervisor to;the supervisedsat
is

. .

theitaitial conference.
ik

EaCh patty shOuld come to the initial conferende with SOme concrete ideas

in mind. Don't start writing right away. All ideas'should be,di§cussed
r .,

'

thoroughly. Then, they should agree to prioritize objectives and place them

. .

in writing 41.
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The develobment of a plan for the achievement of objectives is-an .impor-

tant
4

aspect of the initial conference. The evaluator, or supervisor should
. , .

.
..

-

assist the.ev'aluatee or supervise in developing a plan for the 'achievement: ',.
, Ni ', ' 1

I of the performance Objectives. ' An action plan is the' process° of breaking
.,-,

. .
, , ,

down,an objective, intosequeptialsteps for its effective accomplishment
,

An action plaii should identifY-perfOrmance objectives., The next step,
...,

is to dgi-ee upon} the proCess or procedure for working on them.' Both the appraisee

.

and the 'appraiser shOuld have an understanding not on.V, as to how the farmer
-1 ,

is to procqek but also how the latter isjo help in thet fulfillmentofthe,

perfotmande objectives.' As stated,previously, it is very impditant that the

evaluator be: committed to give assistance, to the person. /bang evalUated. The

evaluator is responsible fOr

priate sources.

.During t4

eeing,thata,assisfance. is bvvidle'S nom appro-
.

4

o
initial.conferende, discuAian shbuld focus% not.only

(

On
,

per,
.

..,;formance,objectlyes, but also OnAhe'actions:and activities which. each'(the,
' '

` -
.

carry Out. rivanOfort,to-achieve them, ,
Appraise

-0, Discussion should als

raise)
.

focus°on.

indiCatetheeXferit-to which,perfo
. I

achieved, Both'share feponsibility

.

,20

types"of'eVidehc 'tfidt.will'eventuaily
.,

ance,obledtives c n said. to
. .

foedevising strategies. o accomplish.

the mutually agreed to objectives., Both also acre .xespon-sibility for defer-:,

.
,

% mining the progressmade by the appraisee,tward'attaining them.

The process of evaluation and the types of actions "and actiVitiesyhich,
e .

.

will indicate the extent to which performance objectives have been Achieved
. .

. .

should also be agreecrupowin the initial conference.. '

,

At the initial conference, procedures to determine how the appraispr

is to keep abreast of the appraisee's efforts during the-appraisal periN-

should be discussed, estions td be Considered include:

42
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1. How often will the appraitOr7Observe the appraisee?

Will adVance" notice be given?

2. Will other personnel be involved in the monitoring process?

.. if so, 'who and how.?

3. Will.igterim conferences be held? If so, how frequently?

4.- .W1,11 the appraisee be expected to collect and report data

on progress toward perfoTmance objectives?
.

At the. conclusion of the initial conference and the 'completion of a

36.

work plan, the evaluatee should know exactly what, is expecidd of :him. Cloe
A

-contact should be maintained..` The' administrator shoulth be constantly in

contact with its evaluator Teprding progress toward objectives and tie

need 'for assistance. At the same time, t1-1.e evaluator should keep in contact.
.$ .

with tile ,administrotor. shpuld encourage and ,assist the evalyatee without

4;, getting in the way.
.

FY

;

Py

4
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STEP 6
MONITORING PERFORMANCE

INTERIM CONFERENCE

37.

9
The next step is to establish a system for monitoring the performance

progress in completing the objectives set forth in the inial conference.
. .

Once the objectives'and a plan for achieving them have been agreed to the pro-

ceSs of implementing the plan.should begin, During the period of implemen-,
, .

tation, the evaluatee's performance is monitored through a variety of tech-

niques. Evidence is assembled that will be helpgul in determining the degree

to which objectives have been adhieved. The plan-for monitoring the appraisee's
.

. a

, 'performance should include data recording forms and the kinds and frequency

of visitations to be made by the evaluator. The'object is to.ccillect rele-

vant info ion rather than to evaluate it.

Although the objectives will help determine which techniques to,use, it

not likely that one single procedure will be capable of gathering the full

range of representative data that both the appraisee and appraiser will

desire.

The M.B.0.proceSs will not be effective unless adequate data has been

secured which is reasonably representative and relevant. The appraiser

does not .need, tad be the only monitor. Other ,personnel may:be able to assist

the appraiser and appraisee in the gathering datarelative to progress

toward the achievement of objectives. 'Monitoring-gathering data on progress

toward achieving results-calls for the establishment of checkpoints,

Stated'in terms of time intervalS. There are a number of ways to do this.

One of the better techniques f5 to devise,a,visual schedule plan as

illustrated in Figure 1. As each event 'or task is completed, it is checked
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off accordingly. One can then tell at a glance the progress' being made.

The monitoring process shoUld also include periodic reports by the

evaluatee to the evaluator. An understanding should be established early

regarding exactly what kinds and amounts of written material will be eX-

changed.

Interim conferences must be held to discuss progress toward the achieve-
/

Tent of performance objectives. In an interim conference, achieveMent of

objectives will be discussed in regard to progress made, constraints. which

are preventing the achievement of objectives, and possible need for modifi-

cation of the objectives. The conference may be initiated by the evaluator

or the evaluatee.

It is important that enough time be allocated to the conference. To

be produttive a period of up to two hours must be allocated. It is also

important that the parties give. session the importance that is worth

two hours. Each party should come to the interim conference prepared. )

All objectives should be reviewed prior to the meetings() that time is not

wasted determining what was supposed to be done.

At the interim conference, an honest appraisal of performance must take

place by the supervisor if he is to help the subordinate move toward achieving

his objectives. By this time, all parties concerned should know the status

of each objective. Preparations should be in progress for the final analysis

of data.and the development of final reports. , K

Problems that have come about during the year and various constraints,

such as a lack of furus or materials, should be reviewed. Full explanations

must be given to the supervisor by the supervisee as to'the reasons for the

constraints which have hampered the supervisee from being on target with his

objectives. There should be a re-examination.of the objective when and if a
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proidlem,develops. There should be 4 commitment by the supervisor to aid
o

the supervisee by overcoming or preventing the existing problem from getting

out of control. Perhaps there could be a revision of-the performance re-

quired to accomplish the objective or a new objective entirely may be esta-

blished. Such solutions aimed at overcoming the problem may be justified,

The purpose of the interim conference is as follows:

1. To check how well the individual is progresSing

against the preestablished plan.

2. To identify problem areas and. work out plans

to overcome these problems.

3. To adjust the plan as conditions change.

During the interim conference, the roleof the supervisor is that of

coach and counselor. The supervisor assists in identifying problems and

constraints which hinder the achievement of'objectives. He/aids in arriving

. at solutions to problems.

The interim conference should include three parts. A suggested format

is as follows:,

1. The first part of the conference should be devoted to a

progress evaluation presented by the supervisee. This

can be.presented in a written report.

2. The second part of the meeting should be devoted to an

identification of the problem areas and possible causes

of the problems. The expected results should be reviewed

to make sure they are not'set too high or too low. The

supervisor should check to see where the than may be having

difficulty and where training, advice, and counseling may

be indicated.

47



3. Pexthird part of the meeting should"be devoted
.

to making short-term improvement plans or

objectives to.overcome the problems.I
.

The interim conference is a progress review meeting.
.

by the supervisor dutingthe confetence isa,supPoiting one

The ,role assumed
ry

rblemust be. recognizeds and there isnOthIng more important

the employee in accomplishing his agreed upon objective.

The supportive

than%aiding

.

The supervisor may believe that the supervisee is holding backer re-
,

. ,

stricting his eforts. This will reqUire careful judgment and evaluation.

on the part of, the supervisor. If thin is the case, theqsuperViseemust,be
. A,

confronted and, some explanation sought. Most.administrators being supervised
1 ,

,
,,

will be inclined to
,

over extend themselves rather ,than, hold 'baa. The prdper

cause of action, therefore, would be t6.drop back the expected results to a

level where the supervisee can achieve.

48
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.STEP 7

.42.

PERFORMANCE APPRAISAL REVIEW
FINAL CONFERENCE

the,end of .each school year, the evaluator shOuld prepare a final

written appraisal report of the performance of,eaeh administrator.
A

To evaluate performancethe supervisor must have a good underitanding

of the accomplishments against objectives for the period conceited/ This

inirolves a careful, c9nsidered judgment of whether supervisee met, exceeded,

,01.- fell below target objectives set forth in ,his performante.plan. The

evaluator must also consider constraints affecting objectives under*ch the

,plan was established. ,Not all objectives cadbe evaluated objectively.

Sonie. objectives will have to be judged on a somewhat subjective baqis.

,As long as,evaluation involveS,communication between two human beings,

.some degme of subjectiyityshas,come into play,.
.

The final conference is a meeting between the administrator being

4

evaluated.and his evaluator. Both discuss- the performance of the adminis-

Arafor during the year The Interview iis conducted so that there,is a

\.

"complete understanding.between.the supervisor and supervisee.-

To make this final appraisal interview a success requires preparation.

Sufficient advance notide.of the date of the interview.should be givenso

,that both have a chance to prepare data and paterial for the conference.

Also, the ,conference requires privacy,, The donfelence-shOuld be

conducted eta time and place that. there will 'not)e interruptibps and'

I 1'

felephone'calls. The conference should be private and the conversation

frank and confidential; consequently, if should'be held'at a latation away
. .

frRm other people.

;
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Enough time ishoold be allowed for theconference.so that neither.

party feels rushed.. There is no hard and fast rule about then duration of

,

appraisal interviews: They should last, however, anywhere from one to

three hours 'or longer.

'The conference shauld,aIso require a prdper'setting. It should be held

in'a.place whidh is physically comfortable and where the environment is

cordial but businesslike. The.propermotional setting is important, too.

The conferencehUSt be ,conducted in.an atmosphere of mutual trust, apd '

frankness. It must allow for a balance of views. This means that talking.s ,
4 and lisiening,in most eases will be divided.fairly.even between the parties,'

The finalperformanp review appraisal.under an M.B.O. system will differ

markedly from the traditional appraisal reView.. Under the tradiiiorial
.

formance review the meeting -is'a'highly negative, frequently destructive

kind of meeting.; Both Parties diSlike the experience. It is directed at,
4

finding,fault, or:identifying those points of Performance which were not

satiSfactory, with little or no attempt to dwell.on how X° improve.

The'final performanceappraisal under an M.B.O. system is quite a

different kind of Meeting. The evaluatee comes,to-themeeting fully aware

of hoW he'did during the paSt year. The.evaluator is interested in the areas-.

Where the'evaluatee had difficUltrin-order that expected results can be

reset'and the individual evaluated Can be assisted, in achieving the results

agree&to.

If there is an attitude of opennegs present dUring the final conference,

the' session will be far more productiVe than if the supervisee is handed a

final evaluation.

The final conference brings together the two people who are best able

to,judge how well the year has gone. It is a time for sharing observationA,

50
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comments, ideas,

objectives. The

44.

and impressions relative to the achievement of performance

conference, however, should not be considered the end of

the process. .Instead, the conference should bemerely a vehicle for helping

the administrator to become more competent in the performance of his duties
,

and responsibilities.

It is quite possible that the final conference will yield ideas for .

follow-up action. Both the appraisee and the appraiser will see the need

for certain kinds of follow-up activities, and the need to begin discussing

, .possible objectives for the next year. ,

Following the final conference', the evaluator will prepare a written

summary assessing the degree of achievement of the performance-objectives.

The written summary should include an assessment of the degree of accom-

pliShment of each objective, as well as an overall evaluation in each major

performance area.

51
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APPLICATION 4..11113 M.B.O. MODEL IN

TFIE NEWINGTON 'SCHCOL SYSTEM

To remedy.theproblems already explained, each of the

selected:Newington schbol administrators had t apply the M.B.O.

model. Certain objectives werederived from the Application of

the M.B.O. model. These were:
r

1. Increased visibility on the part of high school
administrators in the schbol building and on the
athletic field;

2. Improved supervision'of.the teaching staff;

3. Encourage parental involvement in the schools;

4. Update Newington High School's graduation
requirements; -.

5. Better utilization of administrators.' work time;

6. Investigate the study of weighting and ranking
of grades at the high school;

7. Test the academic competency of all grade eleven
students in the areas of language arts, mathematics,
science', and social studies;

8. Give recognition to students who achieved academically;

9. To conflict a follow-up survey of the class of 1974.

In applying the model', much interpersonal activity

between administrators and myself was involved in fulfilling -

the above objectives. Interpersonal activity was a necepsary

ingredient as a motivational factor for the successful-completion

of the objectives. The above objectives were priorities which

had to be implemented either.in the 1974-75 school year or in

subsequent school years.
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The administrators were told by me why these objectives

were considered priorities for the 1974-75 school year. I told

them that the Board of Education and the community wereconterned.

I reviewed with them why they were concerned.

Conditions Existing Before Applying Model

"Specifically, these were the,conditions existing before,

administrators applied the M.B.O. model to their particular

situations and set up objectives. A short explanation of what

was not done under the old system and a need for doing it follows:

Objective (1) -,Poor visibility on the part of high school

administrators

Because of poor management techniques,

administrators were too busy to visit classrooms,

lavatories, and 'hallways and make themselVes

visible to the student body. If they were

visible to the student body and in the classrooms,

teachers would be,able to carry out their responsi-

. bilities in supervising studenp and acts of

vandalism would be decreased.

Because of poor visibility, morale of athletic

teams was lbw; and because of poor support, Newing-

ton had losing athletic teams. There definitely

was a need for Newington High School administrators,

especially the high school principal, to devisd'

strategies to make himself more visible to athletic

teams.



Objective (2) improved supervision of tfic teaching staff

Teachers were rarely supervised. Only teachers

who we're going to be placed'odn tenure status were

observed and supervised. Teachers who ark never

supervised become lax in carrying out the in-
k.

structional process. There was a need for such

supervision. The need for carrying out this

objective was to improve the techers'.perfor-
.

mance in the classroom. Even excellent teachers

had a peed to be supervised to help them cope

with constantly changing conditions.

Objective (3) Encourage parental involvement in the schools -

` Parents were never involved in the high school

programs. There was no organized parent 'advisory

group, and parents were not organized 'as boosters

or supporters of athletic programs. Parents or

parent advisory groups can be of tremendous

assistance to any school administrator. They can '

be used as a forum for dissemination of information

to the public, and they can also be used to support

various programs in a school, be they athletics or

the music program.
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.Objective (4) - Update Nglqington's High Scrhoo1 graduation
requirements

t .

.Before the h p1ication of-the M.B.O.:model,

the Board of'Educa ion and-parents questioned .

.4 .

whether graduationy quireMents'wereadequate or°,

. .deficient: There was, need, therefore, for a
.

comparison to be made wit1 other school systems

across the GoUntry.
4 \ e

Objective (5) Better U4lizaticrn (of- Adnunistrators- ,Work Time

4

Objectives one, two and three previously

reviewed'were directly related tb this objective.'

Because adm14strators did not..know how to manage

their tile properly, they did not have-time to .

=supervise eachers properly, be'visible,to students

and teachers, prevent vandalism, be present at%

athletic:games and develop Improved management

techniques. As a result,;needed tasks were left

uncompleted. Hence, it was time that needed-to

be managed.
4

Objective (6) Investigate the study of weighting and ranking
of grades,at the high school

Parents Were suspicious of the Way class

rank was determined. They believed that perhaps

many students who took difficult courses such as

physics, chemistry, calculus,'etc. were being

55
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Objective (

1

V

Penalized when compared to students who took 'social

science courses which,were fai easier. Parents were,

apprehensive that theii children might not be

accepted to colleges'if they'slid not rank high"among

the high school graduates. Student's, therefore; were

,being.encouragedby their parents td avoid difficult

courses: Therefore, alleed existed for a study to

determine whether weighting Qf grades,would change

class ranking.

Test 'the. academic,coffipetency'bf:all grade. eleven
students in the areas of:language arts, mathematics
science,'and'sotial studies.

AC' area of accountability requested by the Board
, .

of Education was the compepncy level of high school

students in the areas of language arts,' mathematics,,

science and social studies. Critics of education

in the community were constantly stating that high

school graduates were deficient in the basic skills

of language arts and mathematics. In the past, high

school students were never given any achievement tests

to determine how they compared to national norms.

Objective,(8) To give recognition to students who achieved
academically

Traditionally, students who achieved well academi-

cally were never given any recognition for their



2_0

individual performance: Award assemblies were

held only for athleges At these assemblies

athlete's were given trophies for performing

'on,their respective teams. High academic

achievers were not given any trophies or certi-

ficates in recognition of their achievment.

Hence, there was a need to correct this.

situation.

Objective (9) To conduct a follow-up survey of the Class Of 1974

The community and the Board_of Education

wanted to know what happened to its high school

graduates. Did thdy go directly to college

or did they obtain employment? No information

was available to answer their questions. They

were requesting 'a status ieport of.its high

school graduates. Surveys were never made to

determine this information. In order to make

'changes* for the improvement of curriculum

and other instructional areas and to guide

Students into proper-careers a, need existed

for a follow-up survey of its high school

graduates.
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How I. Set Plans with Administrators to Achieve Objectives

In order for each administrator to set up plans for the achieve-

ment of the above objectives, the M.B.O. model which I had designed

had to be carefully followed by them. I Set up various conferences

,with them individual1y.to'review the model.

At the conference, plans were discussed for the achieve-

, ment of the objectives. I acted as a "helper" in assisting the admin-

istrator in setting forth the procedures or means by which the ob-

jectiyes were to be achieved, and the outcomes expected. Specifi-
.

cally these were the plans used to achieve each objective.

Objective (1) Increased visibility on the part-of high School
administrators

4

Means: 1. Each administrator at the high school was to obServe

at least one classroom during the year. There were

eighty-six classroom teachers; hence, the task had

to be divided among the principal and his three

assistant principals.

2. At least one administrator at the high school would

be floating through the high school at all times and

would make himself visible to students and faculty.

. The high school principql would attend"at least one

game in each varsity sport.'

Objective (2) Improved supervision of the teaching staff

Means:' 1. glans were made by administrators and me for

scheduling classroom observations more frequently.
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2. Plans were made by administrators and me for the

utilization of video tape while the teacher was

instructing.

3. Plans were made by the administrators and me for the

utilization of data gathering techniques.

4. Plans were made by the administrators and me for the

use of classroomobservation instruments.

5. I set up plans with administrators to distinguish

between data
P
nd inference.

6. I planned with administrators to utilize supervisory

conference cycles.

Objective (.3) Encourage parental involvement in the school
,

Means: 1. At my suggestion, administrators planned for the

organitation of a parent advisory council in the

schools.

2. Plans were made to'interest parents to belong to parent

advisory councils.

3. Plans were developed for a schedule of meetings with

agenda determinedby parents.

4. I suggested-plans for administrators to use the parent

advisory councils as a sounding board for. school prograMs.

Objective (4)-- Update Newington's high school graduation requirements

Means: 1. I suggested plans for administrators to contact

principals of nationwide schools, selecting schools

with a profile similar to Newington, High School.

59
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2. Plans were made to study and analyze 198 documents

secured from school districts throughout the country.

3. Plans were made to review Newington's requirements

for graduation in light of those other schools.

Objective (5) - Better utilization of administrators' work time

Means: 1. I planned with administrators to identify time

wasters.

2. Administrators and I planned to log events contri-

buting to time wasters.

3. I planned with administrators to prioritize time

wasters and help them develop criteria for measuring

impact of time wasters.

4. I planned with administrators to devise techniques

to prevent time wasters.

Objective (6) Investigate the study of weighting and ranking of
grades at the high school

Means: 1. I planned with admilst?ators to forM subcommittee

to develop a quality point system.

'2. Plans were made to rerank first 100 students of the

1974 gradpating class.

3. Plans were made to experiment with the use of weighted

grades to determine the effect on Class rank.

6

- Test the academic competency of all grade eleven
students.in the area of Dinguage arts, mathematics
,science, and social studies.

Objective (7).

Means: 1. Plans were made for theinservicing of staff members

involved in the Idministration.of tests.

60
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2. Plans were made to select appropriate tests.

3. I planned with, administrators to provide a summary

and analysis'of test results.

Objective (8) - To give recognition to students who achieved academically

Means: 1. High school principal and I devised recognition forms

for academic achievers.

2. We devised plans for the setting up ,of,procedures

for individual recognition of students who had

achieved honors.

Objective (9) - To conduct a follow-up.survey.of the Class of-1974

Means: 1. I met with administrators to set up plans for an

ad hoc committee to set up procedures and a time

line to conduct, Ludy.

2. I met with administrators to plan on the best form

of questionnaire.

3. J met with administrators to plan how data was to

be an4lyted.

What was done to remedy situation?

I establiShed a management system for monitoring the progress that

each administrator was making for remediating situations previously

existing. The plan for achieving the objectives has already been

discussed. After the formulation of those plans, an event schedule

was set up as described in my M.B.O. model. umerous interim conferences
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were held with-each administrator to check the progress' against the

pp:established plans. These. were held between November 1 and June,

SpeCificLly, the following.wAs done to:remedy_the situation:

Objective(1) Increased.visibility on the part of high school

administrators

1. The high school principal'visited the football training

camp in Vermont.

2.. 'The high school principal and his assistants attended

both athletic awards nights.

3. The high school administrators attended the &thall

dance, smoker, football banquet, and football breakfast.

4. The high school principal became a member of "Friend's

of Newington High School Football" and attended fi've of

their business meetings held on Sunday evenings.

5. The school administrators observed at least one

classroom during the year.

6. The high school administrators made frequent appearances

throughout the building. 'As a result, teachers made

more of an effort to appear in corridors, hallwayg,,

and lavatories.

7. Administrators attempted to Spend less time in their

offices and more time visiting students, faculty, and

classrooms.
,.

Objective (2) Improve the supervision of the teaching staff

The following was done by the administrators:
.
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1. More, time of administrators was spent observingcl4ssrootg

rather 'thah handlirig paper work in their offices.'

2. Administrators acquired sUpervigpry skills.

. .

3; Administrators planned with teachers' what aspett.of
ti

teacher's'lesson administrator wAs'to observe andsto

gather necessary data to illustrate,to.teacher how'her
4r

.. N

.16

,

instruction could improve.,

,

4X Jeacherp video-taped their leSsons Which were, reviewed

by both teacher 'and ,administrator.

S. Varioug'observation and 'data 'gathering, Achniques'
1,

',. wer e utilized by administrator.

Administrators conducted supervisory conferences, .

Administratorgrheld greconferences And pbst- . .

, ,

,

1 confergnCes'With teachers after the observation of

a lesson,s
. 7 .

Objective (3)- .More parental involvement in the schools

The following was dohe by Administrators:
, .

1. Patent advisory councils were organizedlby administrators,

.2. Parents were involved in. reviewing a number of school.
0 ,

prograts.such as guidance, physical educatibn, business

edUcation, and 'alternative learning programs.

3. Parnts also reviewed the Student Guide and were asked

to comment on its.revision.

4. Members of the parents advisory council were very success-

ful in 'speaking before the. Newington Town Council in 'pre-'

,

venting q one-quarter tillion dollar budget cut.
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5. The parents advisory CoUncil also influenced the esta-

blishment of three other'parent groups,interested in

promoting' the band, orchestra,.and the football temil.

As a result,, there were many'activities,conducted by

'parents, such a4 dances, dinners, exchange concerts,, and.

award pxograms.

Objectiire (4) - Updating Newington's High school graduation requirements

The following was done by administrdtors:

1, A survey of graduation requirements in schools across the
. ,

country. was made.

2. Chief school officials of many states were contacted for,

suggestions and information.

3. An analysis was. made of the 198 documents obtained from

scfiool di$tricts thrOughouit,the country. The, 198
.

documents included 26 cuirriculum guides, 33 handbooks,

or guides, 94, letters, 3. enrollment and registration

guides, 2 county guides, 21.public graduation requixe-'

ment lists, 12togtam study booklets, .planning guides,

and 3 state or federal survey prbjetts.

4%. A complete detcription of:what was done appears in

Appendix,P.

Objective (5) Better utilization of'administrative workime

The follow0g was done.by administrators to remedy and improve

situation:

64. :lb
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1. Time wasters were identified as:

.a. . telephone ihterruptions;.

drop-in visitors;

c: meetings;

d. crises;

,e. latIcrof objectives, priorities,:and deadlines;

A

f cluttered desk and personal disorganization;

g,,ineffective delegation;

h. involvement in routine.° and, detail;

i. attempting too much at bnce and unrealistic

time estimates.

Cfiteri for measuiring impact 'of.tiNe wasters were

identified. Examples 'Of these were:

telephone interruptions;

(1)

(2)

number of calls taken unnecessarily;

number of minutes spent beyond reasonablq

requirements;

(3) number of, calls placed unnecessarily.

b. Droplin visitors which should not have been received:'

(1) number of visitors whith should.not have been

received;

(2) number of minutes spent beyond reasonable expek

tations;:

t. Cluttered desk and personal disorganization;,-

(1) effectiA daily plan in writing and monitoring
47:

proceis for checking progress against plan daily;



. .

('1) Secretaries#4creened.calls and vigltors

c.

59.

(2) Amount of time lost due to searching for mis-
,

0

placed documents,kmstakes made or deadlines

missed. I.

Ineffective deleglution and'involvement in routine

and detail:

(1).amount of time spent on routine matters which

could have been delegated, eliminated, or

conSolidated;

(2) amount, of time spent unnecessarily involved in

3. Daily time logs were completed by administrators.

4. Technique's,were used by administrators to avoid time

wasters. ,These were:

a. A time log of telephone calls was taken. Origin,

extent'aftd causes'of phone oalls were eValuated.

Also, a time' log of all visitors was taken.

Quiet hour,Was established:
-e

b.

(1) re uuLgoing phone calls;

(2),no paging;

(3) no'unnecessary talking;

(4) no excessive movement

-c.. SeCretarial effectiyeness was improved

-(2) Secretari s established work liles

(a) urg t

(b) t d6

(Wdictate

(d) file

66
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(e) review

(f) discard.

(3) Secretaries set up po t desk calendar

(4) Secretaries

(5), Secretaries

programmed delegate reading

were encouraged-to:

(a) ,take initiative;

(b) use judgment;

(c) anticipate problems;

'OA screen trivia;

(e) prioritize mail;

(f) complete projects;

(g) screen telphone calls;

(h) mak appointments

(i) handle routine correspondence and

decisions herself;

(.0 think of better ways of iing things;

, .(k) ibiprove prdcedures;

(1) ask questions;

(m) remind administrators of what needs doing:

d. 'Administrators. learned to delegate more. They learned

to .make only the decisions subordinates could not make.

They did nothing that could be delegated..

e. Tasks were scheduled by priority and realistic time

estimates were made. Administtatoredesks became up-

cluttered.
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Objective (6) - Investigate thpistOdy of weighting and ranking of

grades at the.igh school
..

The following was done by administrators- and staff:

1.

formed to develop a quality point system;

2, ' Letters were sent to various high schools to obtain

1 information about the use of a weighted grade structure.

Opinions about the use of weighted grades were also

sOught.

A subcommittee of administrators and teachers was

3. Letters were sent to,two and four-year colleges who usually

matriculated a majority of high school studentg. Questions

asked of the colleges were:

a. What value do you place'on,class rank?

b. Do you distinguish between a weighted and an ,

,unweighted rank?

c. What use do you make of weighted grades;bn a high,

school tvanscript?

Of the colleges that responded, the majority indicated that

class rank was an important_ factor id admissions.

4. A quality point sygtem was devi"sed and the first one
e

hundred students of the 1974 graduating clags were re-
_

ranked according to the course weighting. (See Appendii

114. committee chaired by aligh school adminigtrator wanted,

to see ,if there would be dny significant difference in the

, 5. The results indicated that a very,small percentage (4%)

of the students had'a ten port or more change to .their

advantage in class rank.

A
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6. After the-ahcbve-results were obtained, it was lieCided'

not to recommpn any change in the weighting of grades

\\ .

.presently used ay the Newington'High School.
.

u
It was noted that most Newington gradUates,' over a period of

many years,'have gained entrance to the colleges and universities

of their choice. This experience led to a conclusion that the grading

system Used by Newington High SChool, measured against the imperfections

fownd in all vading systems, 'is as effective and satisfactory as any

weighted method. (See Appendix L)

Objective (7) Test the academic competency of all grade eleven
students in, the areas of language arts, science
mathematics, and social studies.

,The following was done by,adminiStrators:

a
1. An assistant high school principal chaired anadminis--/

trative team to provide direction to accomplish this

objective. The team was composed of high school.

-department heads and townwide,supervisors,

2. .Provisions were made'foi; administering the test

3. Selection was made cif the appropriate standardized test

4. Test was administered on April 2, 1975-.

5. An-analysis of test results was made

6. "-Data obtained from the test results revealed the

, perCentage of eleventh gradastudentS who demon-
.

'strated a competence in math, science, language

arts, and social studiesequivalent to the

national level.
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7.:"Aesults of tests indicated that Newington'stlidents

franked well above the national average.,

(See- Appendix P)

; J .

Objective (8) To. give recognition to students who achieved

a
'academically:. e ..

.
. ,

0.. ,

.

The following was done by administrators

qrocedures were "set vp,for individdalrecognitionr,

of students who made the honoi roll..
31 1

2. Principal worked with members of the National-11mm:

Society to obtain display cases for the purpose.,

of publicizing outstanding student achievement.

3,' Newspaper articles were written giving students

recognition for high achievement.
)

4. Certificates df achievement were awarded to

students who made grades with honorSf:

(See Appendix J).

Objedtive (9) -.To conduct d Tollow=uo survey of the class 6-t 147\

The following was,donehpadministrators:

1. A'survey,form was mailed to each member of the
\ ..

.

1974 graduating. class.

.2. Data obtained from the survey was analyzed by the,

acimipistrators.

Results of the survey indicated that-most students3.

continued into someform-ofp6st hall school

f 70
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education. Only 14 of the class of 414 students,

-3.3%,entered the armed services. The remaining

graduates obtained jobs. t

Evaluation of the extent of success of administrators in achieving
the objectives.

Most of the objectives already discussed were achieved by most-

of the'administators by applying the M.B.O. model. Instead of

managing' the schools on the basis of "crisis management" and reacting

to problems, administratuis'learned how to plan and anticipate how

to prevent the occurrence of problems.- The following is an account

of the extent of the success or unsuccessful attempt of administrators

to achieve the:objectives set forth to correct what was wrong before
0,

the application of the m.B.0. model: N
. I .

NN

64.

Objective (1) Increased visibility on the p rt of high school
administrators

As a result of administrators becoming more visible in the

classrooms, corridors, hallways, and athletic fieldy,the following

changes took place:

1. Vandalism decreased tremendously. Damages to lavatories,
ry

ceiling tiles, and electrical fixtures diminished. The

dollar amount spent for glass breakage was decreased

from $22,000 in the 1973-74 school year to $14,000

during the 1974-75 school year with most of the reduction
Dt .0

taking place after January 1, 1975. a

71



2. Newington's athletic teams changed from consistent

' losers to winning teams. The Newington football

team only. lostone game:during the year, a record

for the school. The basketball team won mast of

their games and played for the.state championship,

The baseball team had a winning record. The'same

treilds were displayed for soccer,track, swimming and'

golf teams. There was no doubt that die encqTragethent

and.support given by the school administrators

increased the morale of the students. In addition,

administrators-had made great attempts to organize

parent groups such as "Friends of Football" to give

moral support to the students participating in

athletics. In fact, the total Newington.comMunity

became great supporters, oc the athletic school'

endeavOrs. Newington ha Acome the "Notre Dame'.'

and "Green Uay." The transformation was amazing.

Comillunicdtion and rapport with students had improved,

tremendbusly.

3. Teachers were observed by administrators frequently

during the 1974-75 school year. No longet did

administrators.spehd most of their time in their

0 offipes. With improved management techniques obtained

through the utilization of time management, they were
/

72
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able to find time to help and'assist teachers' in

improving instruction and, thus, helping children

to learn bettdr.

Objective (2) Improved supervision of the teaching staff

As a result of working oh their management objectives in

applying the M.B.O. model, administrators had improved their-

.superviiory skills, and were now-more capable of assisting teachers

which was the real role of supervision. Administrators conducted

preconferences; collected data during the observation of a lesson,

and conducted follow-up post conferences. Teachers were receptive

and very appreciative of the new assistance given to them.

During the preconferences with teachers, administrators

requested of teachers what area they wanted the administrator to

collect data on so that administrator could make suggestions for

improvement.
IV

As a result of using new supervisory skills, administragOrs

had teachers'video -tape their lessons. 'Teachers,could then visually

observe defects in their lesson. For example, during a post conference

the administrator pointed out to the teacher that she had asked 57

questions while students only asked three. Students gave 41 positive

responses and only two negat ve responses. When the administrator

confronted the teacher with this data, the teacher responded that she

would attempt to involve th students more. The teacher believed

that this type of supervision was vervbeneficial and she thpked the

Yadministrator for his assi tance.,
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Another teacher who.was involved in the supervisory experience

stated during the preconference that she talked too much in her,

classes and students did not have an opportunity to express them-

selves. At the preconference she requested the administrator to

collect data which would substantiate or refute her feelings. -The

administrator observed her classes. When the findings were dis-,

cussed with the teacher at a post conference, she found out that

she had talked almost 80% of the time and asked two questions for
ti

every one the student asked. The teacher after being confronted

with this data stated that in the future she would make a con-

certed effort to give students an opportunity to express themselves.

A third teacher, in a preconference, thought that she had

a speech pattern problem, using the expressions "okay" and "all

right",and requested assistance in this area. In the post confer-.

ence, after the data had been collected by the administrator, it

was pointed out to her that she had used "okay" an average of

20 times and "all right" an average of four times in two ten-minute
. .

periods. After this feedback, the teacher promised to work on

this problem. In ,a follow-up visit, taking the same data, the.

teacher had improved to such a point that in three ten-minute

data gathering periods she used "okay" only.two times and "all

right" at no time. The teacher indicated that she had made a

concerted effort to improve her speech pattern. The teacher

felt that this type of supervision was very beneficial to her.

4
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Supervisory'skills on the part of administrators had idOroVed

tremendously after applying the M.B.O.. model.
-

Objective (3) - Encourage parental involvement in the schools

Asa result of applying the M.B.O.:model, parents became
4

more involved in the schools. Parent advisory councils were

-

organized. At the high school the Parents' Advisory Board -

consisted of 24 parent5, six from each grade level, which met a

minimum of six times during the school );ear. All parents of

students in the high school were permitted to attend the meetings.

The parent advisory group became a sounding,board on school pro-

grams, policies and regulations. ;4'

Parents also became involved in the 23major activities of

the Music Department. These included concerts, festivals,

exchange prograins. statewide auditiOns and dances.. Parents were

involved in the above functions either as chaperones or'comtittee

members particularly in the planning of such events as theT"Madrigal

Singers'.Dinner Concert, the Pops-tonCrt,.the Music Department

Exchange Visit, the Band Boosters Dance, and the Annual Awards

Dinner.

In athletics, the parent5 were organized as a group; speci-

fically in football. They adopted the name "The Friends of Newington

High School Football." Activities of this parent group were: a

kick-off dance, a'smoker, a football banquet. Other pai-ents'were

,

involved in the following: an alumni basketball game, a donkey

basketball game, and a testimonial for the basketball temn'in March.
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In addition, parents underwrote the costs of a summer

football camp for ':the varsity team,, three athletic awards programs
0

for all spbrts, and offered a scholarship to a high school athlete,
. .

.

boy or girl, in addition to a football scholarship given to a,

senior boy on.the varsity team. Hence, as a result of applying
I

the M.B.0..model, parental involvement in the schools had been

encouraged.

Objective (4)i Update Newirtton;High School's

To satisfy the concerns of parents, this,

graduation requirements

objAtive had''been

established. The M.B.O. model was applied, and,the following is

evidence of its .completion. (Sep Appendix p) The administrator

wrote to chief sdhool-Officials cif each state, and upon receiving

- information from ihem,he'Obtained a cross'sectionof samples o

'108 Schools with profiles similar to.thabof Newington High School.

69.

In analyzing the data the,administrator reported that there were

certain, trends thatygre clearly evident. For example, there were
4

'certain changes in educational thinking taking place..:First,' there

was an increase in the total number of credits required for gradu-

ation. Fioma.very popular position not too long agO of requiring

sixteen credits for graduation, a move was noted to require as many

as twenty -two credits for graduation. Secondly, some decrease,in
4

rigidity accompanying the. increase in total credits required was

observed. Four credits in Inglish were no longer required in all

four-year high schools. Almost an equal number of schools required

only three.
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,Another ,t,1,:end' was the ' number of ; ays by, which students could
,k r ,

obtain credit ,through Means other than attending regularly
,

' v ',,,

scheduled cias'ses' in 'public high schools. Mere than qne source .

, , , . . ,. ,

expiessed the thought that yelling people.should do some .0 their
. . . . ,,

. .

learpiq for,credit !,6utside of tire cheol. Valls iri the reAl adult

. working world:.
0

,,
. .. In comparing Newington High School with other schools through-

.

.

'out the country-, Newington required 17 including One credit in

physical education, This. was .:15 ts legs than the, average Of 118.5.
. . ,

credits required by-the 93 schools reporting,, an three' legs than 'the
% .

' .. :, .

most frequentlymentioned requirements. '

,In.1,.ight of the data. collected, Newington High Scheel compared

. .

-favorably with most .of. the' 93 high 'schools. Tliq' administrator lihade

. . , , m L, . ,

the following recommendations. ,,These we Ye: f .

. ,

y
.

1 . Increase the.requirementS. for credits ,for graduation
7

.

frpm l'6 plus one in physichl education .to at least:
,

18 plus one i.n phygical education; ' r.

_

2. Increase the' number of additional Methods by wi j.ch
. .

.

credits can be obtained, 'Including credit by exami-

natibn, credit f o 1 courses l'aken simultaneously at
. .,

, . .

. .
,

4nstitutions of higher learning, credit for corres-

pondencepondence courses, credit for off-campus experience,;

Increase the social .studies credit requirement em

one credit to two credits;

,
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. .. , .

4. Utter credit far ,such accompiishments as i.ntee-':
, %

. ,,

-schalastic,sports, cheerleading, and imisic groups

suchas jazz band and/or'driver edwdation.

im. recommendations. were.acceked by the'board'of education and

plans were made for them to be incorporated: in the forthcoming school

1/4year. Parents were very receptive to the, recommended Change's. .1.

ThelA.B.O. njodel had been Successfully applied and the objec-
,

tivb was. achieved.

Objectiye (S) -Itater utilization of administrative work time
,

This objective had been established because administrators

were.too busy with their desk chores to do any planning or

Obsorvationpf classroom instruction. As a result, problems and

.!'brush fires" were becoming so prevalent that they were unable to..

cope with them. In'order for,school administrators to'keep up

and stay.hhead of the many tasks which were necessary in adminis-
,

tering their school in today's changing society, the objective of

time manageMent had 'to be established.with (hem in order .for them to

managb.their time properly.

In applying the M.B.R. model, most of the administrators,
P

.-except one, were able to identify time wasters, set Up time lags

and establish techniques ta improve the utilization of their time

for more nebded administrative tasks -.the administrators established

Criteria for measuring the impact cif.time Wasters and developed

solutions which would d-avdid the waste. of. their time.
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The.administrators'adopWd dab suggestions' that I had

submitted to them on the use'of time management. Time Wasters

identified were: telephone interruptions'; drop-in visitors;
f

meetings; crises; cluttered'dqsks;. ineffective delegation;

involvement in too,much detail; leaving tasks unfinished; and

inability to shy "no,".

.Administrators have done the folloWing to improve the

use of their available time:
,

. -1. Thcy"established a quiet hour of unavailability.

2. They mproved the effectiveness of their.

secretaries.

3. They learned to delegate more,-

4. They scheduled tasks by prierity. ,

One administrator'wasmnable to' complete this objectiUe
. .

because he stated- that fae'had constraints in crryiig out this

'objective. He, stated that he would recycle this: objective in

. '
the forthcoming year.,

AdminiStrators who .successfully impIeented this objective

had more time to fiandle some of.thetasks which were previously_

neglected. For example., they, had. mere time to obserye andrsilper-
.

vise teachers. They had more time to relate to studehts and parents,

and 'they had mare time'to plan%for future activities,

Objective (6) investigate thc'sPudy,of weiBbting and ranking.,
-61girades aa--theTh i school

79
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flie objective was.set up and the "M.B.O. model was applied

because parents wanted assurance that the 'present Manner of deter-
.

mining class rank did not jeopatdize thdir children's opportunity

for place t in the college of their,choice.

11e, administrator involved in this objective 'formed a

conmittee to study this problem. A quality point system was

devised and the first 100 students in the 1974 graduating class

were re-ranked according to the course weighting. . Advanced mathe-

0. ..,matics, sciotte, -mild several English-Classes were assiped a
.

weighted factor to each course. The results iildicated,that the

.

number of students whose position in the 'ranking would have been

substantially altered was judged to -be relatively small,- -only 4%.

Because of this, no change was made in the weighting of grades

av the Newington High School. Paredts.and the board,of educatiOn

were given the results, and they accepted the majority report,

recommendation not to make any changes a_this time. The M.B.O.

model was successfully applied and the 'objective WAS achieved.

Objective (17) Test' 'n"cacleitiic coffetency, of. all grade eleven
sit-0661s to the .areas 6r Tanitiloge

science, and social stuZies

The Objective was set up and the .M.13.0. model was applied

because hoard of education members and parehts wanted to compare

the compe(ency level of, Newington High School students with

national norvis. No data had ever been supplied befoile.

80
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An administrative team selected the appropriate standardized.

test and provisions were made far administering the test. Tht

test,w:ps administered on Apr.il 15, 1975 and a summary and analysis

ofAhe tet results were made. From this analysis °a comparison

was made of the academic competency of Newington High..School

eleventh ade students with national norms. The national

average for the test results,was in the 50th percentile and
f

Newington students had test scores that were as follows:

1. In the area of science, Newington.students

. achieved in the 84th percentile.

2. In the area of social studies, flewi-ngtop

students achieved in the 8Ist percentile.

.in,the area of English,' Newington students

achieved.in the 78th percentile.

4. 'In the area of mathematics, Newington s.'todents

achieved in the 75th percentile.

In the light of the test results, it was evident that

Newington students ranked well above the national average.

Data of test results was submitted to time Newington Board of

Education; Roth parents and board members were pleased with

the results. They were satisfied that.Newington student's ware

above national norms'in academic competencies of language arts,

mathematics, science, and social 'studies.

The, M.B.O. model was, successfully applied' mid the

'objective was achieved.
lk
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Objective (8) Give recognition to students who achieved

The objective was set up and the model,was applied

because students who achieved well, academically rarely were given

any recognition) Parents had complained that only students who

achieved.in athletics were given recognition.

75.

Oliehigh school principal, therefore devised recognition

forms for students who had achiesved academically. .',(See Appendix J)

The high school principal also set up procedures for individual

'recognition of students who had achieved high grades. The procedures

were as follows. All student grades were averaged.. Students with

a ten-q4ality point average. received high honors.. Students with

an oight,quality poiht average received honors. The principal

worked with members. of the National Honor Society and encouraged

-,them to purchase two display cases fof the purpose of Publicizing

outstanding student achievement. Photographs and articles wore

Posted in these, cases. In addition, an honor. roll was posted each

quarter. Certifichtes or Aq,hievemolit were awarded to 'students who

mhde honors and high honors. Newspaper articles were written

to.publicize the.achievement of honor students. An awards .

P

assembly was'instituted to.present awards to high achieving

students.

Parents and' board of education members were pleased with

'what was instituted. The M. B. 0. model was.sticcessfully applied

and. the objective was achieved.
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Objective. (9) -To.conduct follow-.up survey of the class of 1974

The objective was set up and the M.B.03 model was applied.

because. the- community and the board of education wanted. to know

..
What happened to its, high school. graduates.' They were questioning

------.. ..-
. whether sttlden-t-s- were being guided. 8orrectly.

.1 I .

. Administrators who'401-&.a8-Sigued this objective formed- a

committee to set up Procedures for the implementation of this

object ire'.-' = A nuestiostu-lairewa-s --composed and mined' to all.

st'udents who, had graduated in June of 1974.

investigate,1 similar questionnaire'S used by

The committee had

other school systems.

Ilata obtained

Results of

The questionnaire was mailed to 421 students,.
: At

from the 'survey was analyzed by the ,administratoN

.

the survey ind' ted .that most students continued -into Some form

of post high school education. Two Hundred. and Ninerty (290) of a'

class -of 414 students were enrolled in post high school education.

Only, 14 of the iss of 414. students ; 3.3%, entered the armed

services. The remaining graduates had-.obtained jobs.

Again the community and the board of education were

s satisfied. The M.B.O. iTodel was successfully applied and the

,
objective was' achieved.,

,
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REVIEW OF M.B.O. MODEL BY SCHOOL ADMINISTRATORS
IN OTHER SCI-100L SYSTEMS

7

In,order to determine whether br not the M.B.0: model could be

-applied beyond the setting of the Newington School System, I requested,

interviews with school'superintendents or assistant'superintendents of a

number Of school diStricts situated in various pqrts of the State of

Connecticut wh were interested in applying the concepts of management
,

, ..
. .

by objectives

The M. model that I had prepared and applied irOthe Newington

School System was reviewed carefully by the. various school superintendents.

They. were all very supportive of the model"during the on-site Visits.

They stated that_theN.B.O. model would be of tremendous assistance to

their school distiicts.

Letters were submitted to me by the various superintendents extolling

the merits of the model. Some of their letters stated the- following:

"I was impressed by the contents of your work,and
the very practical insights it provides working

,
adininistrators."_,

-
"...a most valuable educational measurement device
and one,whiCh we can find ektensive use for in
our district."

"The project is well conceived and exect,e and
of high professional quality."

"The orgarazation of the model offers a format.
for the implementation of M.B.O. that is
sequential and comprehensive:" -=

"...would be valuable for our system and would,
in fact; improve our administrative capability,

a



"I particularly appreciateethe thoroughness
and sequencing of the steps in yoUr.plan and
must relay favorable comments from our staff
on its practicability."

"It.will be of value to this school system and
I,would think to any school system concerned

with management control."

"Your model will be of assistance to oir district.
Within the-near fUture, we will attempt to incor-
porate the major concepts of your model and ideas-
into the,public-school system."'

"I plan to inauguarate many of the features of
this model during the 1975-76 school year. The
model is one that I.feel can be easily imple-.
mented by the management team of R'School systeM."

"There-is little question that your particular
project 'is not only of-apparent high quality, but:
it is also most timely in its presentation and
availability."

"...you have captured, in very concise format, a
process which would be extremely helpful.for your-

, self and other adMinistrators in the evaluation of
administrators for whom they are responsible:"

Copies of letters from over ten school' districts written by supierin
.

tendents or assistant superintendents of schools are included in the

succeeding pages of this report attesting to the objectives of My practicum.
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Comments Relating to

an M.B.O. Model

School Administrators

a

79.

I fbiind

.

nd thiSTo.he an excellent and impressive dO.cument relating to management
. tly.obj,sctives..' It-would be an outstanding tool with which to in-service those
. sdhool districts not yetfamiligr.wjth this evaluative technique and has much to
offer thoseedistricts'.who wish to refine their procedures though they may already
l'e using this; approach.- . -

. .
. .

treat and appropriate use is made' of the appendix as a means of illustrating the
points, under. discussion. `Clear and concise examples are used throughdut the paper.

.
,

,
.

I pound the information in step 4 on pages 19, -20, ll And 22, whlch related
system wide goals-and the various types of performance objectives, to be

.

,b

?particularly meaningful, since often these inter-relationships are not always
clear. .

On page 24 in the-third line frOm the bottom, 'I am pleased to see the word
"helper" being emphasised, abut on pgge 25 in the eighth line from the bottom
the sentence starting with ,:'The deVelopment of subordinates" could produce

, some hostility. Therefis no doubt as to the truth of the statement, but
perhaps it can be put a little more delicately so that one does not feel to
be inanimate and in need of being developed as an idea or project is'developed.

conclusion, I think what impresses me m4t: Apout this document gs I read it
over, is how well Mr. ,OrsOmarso actually lives.thig model through his own actions.

o

42(.. 4=V;(__I
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OFFICE OF THE PRINCIPAL
NEWINGTON HIGH SCHOOL

DATE: June 26, l§75

^TO :

FROM:

M . D. Frank Orsomarso,*Assistant Superintendent

Principal

SUBJECT: Comments on"M.B.O. Mode,l for School Administrators"

The "M.B.O. Model for School,Administrators" is a succinct readable
handbook which can readily be used as a practical ton by a school
system to implement or to improve upon a management by objective
operation.

c

Steps in the operation follow in a logical order; educational
jargon has been dole away with and those terms thpt are used are
,clearly explained. The addendum gives examples-Of goals, lob
descriptions.and evaluative forms which have met the test of
experience in a school system. -

mf
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DATE:. June 27, 1975

TO:, D. Frank Orsomarso; Assistant Superintendent of Schools

.FROM: Assistant Principal

SUBJECT: M. ii. O. Model for School Administrators

1. I found the structure of the Model very easy to follow
ftom step to-step. Having read page 10 of the model very
carefully several times before I read any further, I found
I was well acquainted with each step as I read through the
model.

2. Each step was carefully explained in clear, concise
language. Further, each step led logically to the next.

3. Definition of terms used in this model was a good
technique, since it forced the reader to use-the same
definition as the author.

4. The inclusion of typical objectives I' found to be of
value, since these could be used to match against the text
description.

-88
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DATE:

TO:

FROM:

NEWINGTON HIGH SCHOOL

July 9, 1975

Mr. D. Frank Orsomarso,' Assistant Superintendent

Assistant Principal

SUBJECT: M.B.Q. Model

\'?

------In reviewing your M.B.O. Model, I found it very easy.to,,read and
understand. The steps were outlined and discussed clearly, precisely
and to the point: Your definitions of goals and npjectives is very
clear.and should be-help in_havfng people understand M.B.O.

The examples 0
for soffienne.who

On page 31,A.n the

n in the appendix will-prove to be of great value
ust starting in this type of evaluation.

ast sentence, I believe the word "man" should be
changed to "supervisor."

mf
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juno 19, 1975-

Dr. -Sam Kaylint
Assockate in Pra.cticums and Cade Developme9t

UnR;ersity
-College Avenue
Fort Lauderdale, Florida 33314

Dear Dr. Kaylin:
/

I haVe had filo opportunity Mpiei II4'racticum of
Mr. ,D.-Frank Orsomars6 and can, attest to the following:

j. DL.Frank Ors-omarso did- in fact perfOrm the work of
developing An M.B.O. Model for School; A.,rninistrators.

. In my jtid ement,azy -school system. can use this'model to
improve the effectiveness of it School admi.nistratol:s,
and th-6,11racitteurn does achieve the objecAiVes in set out
to achieve.

A number of years ligo I was involved in the development of M.B.O.
.systems in a highly techpicaliierbspace field. In the light of that
background, Dam doubliimpressed.with'the results of Mr. Orsomarso's
efforts and can attest to fact that he-did work diligently on the project.-

JHC:bmr
.blind CC: FranCOrbsomarso

90 ,

Sincerely yours,

_John. Ii.;Conard
Exeduliiree Secretary

83:



PASQUALE F..'NAPP1

SUPERINTENDENT

...JOHN A. WOLFKE4 L

ASLISTANT SUPERINTENDENT
' INSTRUCT ION - CUR R I C UL UM

DANfiURY PUBLIC SCHOOLS
SCHOOL ADMINISTHATION innt.ottia, MILL IR MICK

DANBURY. CONNECTICUT 068.10

, (aos)' 104.1100

.1,

'Dr. Sam O. Kay14
.

,Aasociata in Pradtidums and
Case Detrelopment

Nova University
--ColAege Avenue' 1

Foist Lauderdale, Flo7ricia 33314
,

Dear Dr...kayrin:

84. 4

CARL A.4LA MAR
ASSISTANT SUPERINTENDENT
MANAGEMENT SERVICES

July 8, 1975

I have had an opportunity to review and evaluate _the II
Practicum of Mr.'D. Frhnk Orsomarso; 'and believs that i/am able

, to-attestto the following:

e

1

MaYr
0

1. MrOrsomarso-did,actua1ly'perform the, wOrk repre,-
0

.sented in hks submissiOn* "An M.B.0% Model for .

Schelol,AdministrtOrs".

2. "I bel eve that our school system, as apy other, can
make u e of, the model:'

-
3. The'pract,icum 'achieves 'its ob,jective: Its Ils,e

thouldlielp improve the effectiveness' of:SchoOl.
administrators.. sr.

I was.impressed'with the effort Lit forth' by Mr. Orsomarso
in the development of his practicum and dan'attest that he did'
workdiligsntly on' the proj.ect,

.,PFN:mc

Bl. Cc: Mr. Orsomarso

14

RespeCtfiilly,

;tej,fi 02 j.)he
Pasquale F..-Nappi ,

Superintendent 'of Schools
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MARIE S. DUSTIN. Pr t. D.
'SUPERINTENDENT OF SCHOOLS

PUB,L4 SCHOOLS 9F NEW BRITAIN.
ADMINISTRATION EILIILDING

NEW EiRitAlti, COINN.'06050

t.

'June 25,-1975

.0

Mr. D, Frank Orsomarso
Assistant Superintendent'
Newington Educ ation. !rep

Ccd,ar Street
Newington, Conn; 06111 .

Dear4M.r. Orsonarso:

'"

$5.

27 HILLS4Dr. PLACE
PHONE 22419121

. ... ..

It was with 'pleasure that-I had an opporttntity revieweyour ccm-
.,mendable _project titled, An 1,1, D. B. Model for School Administrators.- I .

Was impressed by the-contents of your work and the very practical insights,
it provides working adminisir,ators.

I

I hpve .shared my' views with Dr. Marie S. Gustin__,Juperintendent of
'Sehocils Chat- thin titiftrict can certainly thrsse'insights you providq.-
I. believe Ile clariry. of your writing, your cic.vblopmental approach and your ,

documentation Wave made this .a most valuahle -educational measurement device
and. one whithwe can find extensive use for in our district,,

,. Again, thank yutt for sharing this evattiatt(t projct: With the
New'Britain Serino] District: May I convey the personal appreciation of
Dr. Marie S; Gus tin in this regard.

:v

/lc
cc: Dr. Marie

1

Sincerely,

'r e

Carl. R. Vepditto ,
Assistant Superintendent for Personnel

92
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29 Main Street
Cheshire, Connecticut 0.6410 ,

ANTHONY V.ESPO91TO
ASSISTANT SUPERINTENDENT

STEPHEN AUC=UST
SUPERINTENDENT OF SCHOOLS

Mr. D; Frank Ors6nrpo, Assistant Superintendent-
pewington Education Department
131 Cedar Street', ,

Newington, Connecticut 06111

FRANCIS ROST
ASSISTANT SUPERINTENDENT

June 27, 1975

.

Dear Mr. Orsomarto:

,
This"letter is in referedce tp the M130 Model for School Administrators

th-at you have constructed foruse.in public schools. The project is well
conceived and "executed and of high professiongl quality.

. It is our intention hpre in Cheshtrt to use this model for the imple-
mentation of MHO, and it is also my intention td collimend it to fellow
superintendents in the'New Haven area. I believe other nAministrators will
find your MBO model Usefu] as MBO idapPltcable to the current thinking:in'
the administration of public schools today.

I wish to thnnk you Tor your prpfessional courtesy" in giving- me the
opportdhity to-read and use your Mail' model.

SA/mh

Sincerely yours;

Steplen Ai rnst

Superintendent 'of Schools

a

4.
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WINDSOR LOCKS PUBLIC' SCHOOLS

CHURCH STREET ,

WINDSOR LOCKS, CONNECTICUT. 06096
AREA =CODE 203-6;23-2691

Peter D'Arrigo, Ed. D.
Superintendeptiof Schools

Mt. Frank Orsomarso
Newigtvn gducation
13.1 Cedar Street,
NeWingtob, Cciniv. 06111

June 30, 1975'
1

4,

Dear Mr. Orsomarso: :`. . "

.4

I .am pleased:to receive for 'review a copy of 0An M. I.0.
Model-For School. AdmInistratdrs". The organizatiori pf the
model offers a format for th.impIelitentation of M.8.0. that'
is"sequential-and comprehensive. The model further offers
a number of .meaningful concepts and ideas'impOrtant to a
successful M:13.0. -program. .

, .

". D1ikin4'.this new school year the model you present.will
serve as a,reference in the development cif a management

4.
program for the Windsor Locks Public Schoolt. I will feel
free tpecatl'upon you in its' development. , '

4....--

Thank you.for,your-interest and .assistance.

PD: pal

'Very trilly yours,

) ikeNik"2.-

peter D'Arrigo
:Superintendent 'of Schools

rt
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EAST ORANBY PUBLIC SCHOOLS
EAST GRANSY, CONNECTICUT.06026

- LAnoY,M. BROWN
SUPERINTENDENT OF SCHOOLS

TEL. 653.6485

July 3, 1975

Mr. Orsomarso
Assistant Superintendent
Newington Public Schocas
131 Ceder Street
Newington, Connecticut 06111

bear Mr.,Orsomarso':

I have reviewed your M.B.O. Model for administratOrs
have discu4ed it with members of our staff.

Use of this'management tool, modified -to fit East Granby,
would be valuable'for out- siStem and would in.fact improve

-
our administrative capability.

I particularly appreciated the thoroughness Mid sequencing of
the steps in your plan and must .relay f'avora'ble comments from
our staff on its practi&lbility. In fact,, we saw some materiel
we could use now to improve (cur existing. M.B.O. lirocedures.6' 7

,
Thank you for sharing fhe model' with us.

Sincerely yours,
.,

(
/

-

'la roy M.'Brown

. LMB:ibp

.
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NEW MILFORD PUBLIC SCHOOLS ,

kw mum, CaINICTICUT 1147741
354-3235

STANLEY J. SETEAR
Aug. Sup?: of Schools,

'DANIEL E. CENTER. JR,
Suporinisnciont of Schools

-

, July 3, 1975

d

Mr. D. Frani,. Orsemarso

fic.sistan t..Superin Lendent of Schools sa
Ilev n Public Schools.

Neviington, Connecticut 06111

.Dea-r Oirsomare.o:

Thank you for thec,copy of the MBO model.
I

14-. will be oe value to* this rthool system an
would think to' any school system concerned with
managemUnC control.

Many of thr., componf3r1t8c-of the mode) ,F,p 'err. to
be compatible with concepts and principle I learned----=

while, taking the basic management ,cburse/of the (

American flana'ament Associations this year.

DEC:cs

.Very truly yours,

; k

Daniel .E. Center, Jr.

Superintendent of (.3choole

a O

89,
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i
July.2, 1975

MY-. U. Frank Orsomarso
Assistant Superintendent of Schools
NewingtonPublic Schools
Town Hail

131 Cedar Street.
Newington, CT 06111

Dear Mr. Orsomarso:

6

I .4ve received your model of MOO (management by objective) for school
administrators, and studied every aspect of it very carefully. I must
say in all honesty that I compliment you on the extensiveness of the
model and the depth and perception that was exhibited in all facets of
the program..

Your model will he of assistance to our district. Within the near
future, we will attempt to incorporate the major concepts`of your model
and ideas into the public school system.

It has been recently that we attempted to start some in- service trainL
inn amorip our administrators within thedistrict. I am sure the infor-
mation you supplied in your model will serve as a valuable assistance
in helping us lay out our plans for future development.

My sincere appreciation for your copy of the model.

Sincerely yours;

kj,d

ma.

97

no n. Penna
ssistant Superintendent

34 SIMSBUR:Y ROAD AVON, CONNECTICUT 06001 ;TEL (203) 678-0815



I.
BOARD OF EDUCATION

605 ORANGE CENTER ROAD

ORANGE. CONNECTICUT 06477
203 795-4731

Mr. D. Frank Orsomarso
Assistant Superintendent
Newington P,ublic Schools'
131 Cedar Street
Newington, Conn. 06111

Dear Mr. Orsomarso:

July ,-1975

I have read carefully your Maxi II Oacticum regarding an
M.B. O. I'1odel for School Administrators.

A modest effort has been made toward an M .B.O. process
-for the administrators in the Orange Public Schools. Therefore,
I hav,e found the model.to be extremely valUable and timely.

I plan to inaugurate many of the features of this model
during the 1975-76 school year. The model is one that I feel
can be easily implemented by the management team of a school

Ik

I appreciated Cle opportunity to review the model.

'My best wishesfor a successful completion of your
project. .

!:

, , 1

Sincerely, 1.

F.i.' ..
1- . ,

2e'',,.,. .-6, 2. et/i4r-94L....

system.

91.
rg'

-,-

l';44-t4Yt? 44'1%4.-/' '.(, . '

Igrr....lorlfwierrotorn

VCC:ea

.9

Vincent C. Cibbareili
Superintendent of Schools

98
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Rocky Hill, Covinecticut 06067

:4,

a

'D.Frank Orsomarso,, Assistant Superintendent
Newington Educatiorif5ystem
Towh Hall

.

131 Cedar Street:
Newington, Cbnn./: 06111

ICHARO H. COt

RICCTRRa, ;*Lsoo
k10L0 nbirrniEr,

Deqr Frank:

YHILL 1-1101-i-OCHOOL While I hive not had time to completely analyze your model

on M.B.O. , I find that ean'y of the tenets are things thatOrmown. rRO.
72, 2,4,1
PRINCI.1 we particularly in our administrative Brea havd been

OLO O. EIYMINOTON
searching for. .We are headed in this direction and your .
project is of instantaneous value to us in our development

July 3, 1975

NOt.o..m.lic; Eic-tooL of this concept.
144 nAll.

trterINC/...AL
D 10 L. 110001N9

vc:Na OCI-1001
322 O' r5Aa0 NT.

rt7r) 17V1
nrall4
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ITHONy A MORTIAN
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001n1.4

440 r.rttn
1.171,4C1Al.

oUlp H. OIANTTUR

i'llY.10')N Cif
CNIIIIC p. qçflS4fl3Ssm 45

VIA;
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Sincerely yours,

(. 2
-

James F. Quigley
Supt. of Schools

92.
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EN i`'1 LLD VUEL1C SCHOOLS
LOUIS,MAGER ED.D.,SUPERINT.ENENT 0 SCHOOLS

c_N\

July 7, 1975

Mr.D. Frank Orsomarso, Assistant SUperintepdent.
Newington Education Department
131 Cedar Street.,
Newington, Connecticut 06111

Dear Mr. OrsomarsO:

Thank you for the opportunity to review the MBO Model for
School Administrators that you have prepared for use in
public schools. There is little question that your
particular'project is not Only of apparent high quality,
but is also most timelypin its presentation

/,and

availabiAity.

We in the Enfield Public Schools are now in.the midst of
preparing similar data and material in an effort to relate
in more substantive ways to the administrative staff. I ,

find that your presentation pobsesses valuable insights
presented in a clear, understandable fashiOn.- We in
Enfield.are looking forward to the_possible use of your
material as a basiSfor our continuing study in the
Idelvelopment ofla similar model'for school administrators
here in Enfield.

I would like to thank you for sharing this particular
document with us and look forward to further discussion
with you on pertinent' issues as they arise.

A
qyou for your interest arid assistance.

ely,

ou s Ma ,r

Superint- dent of ,Schools

LM1clp
,cc: Mr, Torre, Assistant Supt. of Schools

100
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PASQUALE F. NAPPI
SUPERINTENDENT

JOHN A. WOLFKEIL
ASSISTANT SUPERINTENDENT
INSTRUCTIDN - CURRICULUM

.

DANBURY PUBLIC SCHOOLS
SCHOOL ADMINISTRATION aUlLOING. MILL RIDGE \

DANBURY, CONNECTICUT 00810

(103) 702.1100

0

Mr. D. Frank OTsomarso-
AsSistant Superintendent of Schools
,Newington Education Depar ment
.131 Cedar Street
Newington, Connecticut 06 11

Dear Frank,,
ti

I have had an ooportuni
tion, "An M.B.O. Model for So
by the concise and informativ
I believe that it can be a Val
the Danbury Public Schools, an
Share it with them.

I believe, also, that otl
uablettool in improving the of
personnel,and recommend it to

July 8, 1975

94.

CARL A. LA MAR
ASSISTANT SUPERINTENDENT

MANAGEMENT SERVICES

r

Q review and evaluate your publica-
ool'Administrators", and I am impressed ,

manne in which you have developed itj
able to for use by administratort in
with you ermission, I would like to'

school systems could find it a val-
iveness of their administrative

tIe for their consideration.

PFN:mlc

101

Respectfully,

n) J'Aisqz,Ae-
Pasci ale F. Nappi
Superintendent of Schools



GnANBY PUB LISCHOOLS
TOWN HALL

GRANBY, CONNECTICUT' 06035
V*

Mr. D. Frank Orsomarso
Newington Education Department
131 Cedar Street
Newiligton, Connecticut '061 11

Dear Frank:

95.

PASQUA IA: IL STAI213LESuperintendent

Telephone: 203- 653 -2583 }

July 9, 1975

` I have read "An M. B, 0. Model for School Administratdrs" with
-great interest and pleasure.' It.would seem that you have captured, in
very concise format, a process which would be extremely helpful for

'yo,,trself and other administr.a.tors in the evaluation\of administrators
for whom they are responsible.

We in Granby have worked/with M. P. o. with our administrators
f r s-everal years, yet your model has given us new insights and strategij3s

fo urther refinement of our process. A very significant characteristic of
the model is its ease of readingand clarity Of thought. A school system
starting out- on M.13.0. woult1 kind your-model useful as a guideline for de--
velopment Of its own unique M.B. 0. process.

I wish you success with your personal aPplicat on, -of the model.
At a later date I shall report to yOu how our process .I as been refined'in

light of your model.

/

PES:bh

Sincerely,

Pasquale/E. Sta:rble
Superintendent of Schools

102.
.

t



BETHANY PUBLIC

ADMINISTRATION
klin P. Plummer, Superintendent
liam L Honan, Supervising Principal
ph,Battista, Guidance Counselor

SCHOOLS
Peck Road

Bethany, Connecticut - 06525

Telephone 393-2234

ti

July 15, 1975

96.

BOARD OF EDUCATION
Robert W. Raddatz, Chairman
David E Hungerford, Jr., Vice Chairiisar----
Leona Brown, Secretary

.

Mr. D. Frank OrsomarsO, Assistant Superintendent
Newington Public SchoOls
131 Cedar Street
Newingto Connecticut 06111

./
Dear Mr Orsomarsot

The Be any Administration has studied your MBO model at length. This
comes t a most opportune time for the school system, in that we are just
beginning to develop job descriptions from which we will establish measur-
able objpctives.

Your most excellent work has provided us with a beginning format. We are
considering your step by step approach as the vehicle by which we will
develop ap MBO system for our 'small school.

I personally found your "list of content" for an objective to be especially
helpful. The Preto principle as eXplaindd, lends it self to the solution
of a problem (trivia vs significance) which im all to common in Bethany.
With our decreasing enrollment and drop in staff, it is *Wen more important
*that we get maximum efficiency from each individual.

Again, let me thank you for bringing this report to my attention and commend
you lot producing a document which will be of great assistance to the
Bethany Public Schools.

0 Sincerely.yours,

Franklin P. Plummer
Superintendent

il()Z3
FPP/em



B ARD OF :DUCATION
ITY HALL-45 YON TERRACE

IDGEPORT. COI NECTICUT 06604`MEMOIRS OF THE 00 IlD

HOWARD M. ZINNER." .D.S.,
President

MRS. ANNA D. SKAN ,
Vice President

MitS. FLEETA 0. HU iSON.
Secretary

MRS. if(iNKS H. NNINI
MRS. MARIETTA .5 LVERNAIL
MICHAEL C. DISC GLIA
snc.rou MEDINA
MRS. NANCY II RNYAK
JOEL E. KANT

July' 15, 1.75

"AM* 34

Mr. FrnpicOrsomnrso
'Newington Education Department,
131 Cedar Street
Nvington,Connecticut 06111

es
Dear Mr. Orsomarso:

I am certainly pressed to have the opportunity to review your
copy of "An M. B. 0..jlodel for School Administrators."

The pnat year has been a very difficult one for me in that I
Spent moot of my time reacting to crises. This, unfortunately,
is usually the cnsc in city school systems. Nevertheless, in
reviewing your work, it gave me the opportunity to think about
the more positive aspects of public education. Lt truly was a
growing experience for me. s

97.

GERALD E. HARDARESI,
Acting Supt. of Schools

WALTER CHOP,

MRS. GERALDINE J6IINSON,

JAMES J. CURIALE.
Ant. Supta.

o ',Lima A. SNYDER.
Director of Maintenance

F

RICHARD W. CALLAHAN,
Director of Business

,It is my intention, in the near future, to interest some of my
fellow administrntors to embark on a more systematIc way to man-
age our affnirs. Your work truly holds promise in,that it is
concise, well-written, and easy to follow..

I would like to'feel free to call on you in the future,as my plant)
un ld.

Very ruly yours,

/414::

RALD E. BARBARESI
Acting Superintendent'of Schools

GEB/dd

104
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N4)1.1-11\1IDSOR

PUBLIC

SCHOOLS

Mr. Frank Orsomarso
Assistant Superintendent
Newj,ngton Public Schools
131 Cedar Street
NeWington, Corm. 06111

Dear Mr. Orsomars o,

PAUL J. SORBO, JR.
SUPERINTENOENT OF SCHOOLS

9 September 1975

This letter is in reference to,the M. B. O. Model for School AdMinistra-
tors which '-you have constructed for use in the public schools.. The Model
is very impressive, and of high professional quality.

It js my intention to use your Model in developing a program within
the Windsor Public Schools. I believe your Model provides the basic
requ,irements for establishing an M. B. 0. program to make school and
district-wide decisions. Without a doubt, it is a document that should
prove valua.ble to any public school district in the State of Connecticut.

I wish to take this opportunity to thank you for sharing a copy of the
M. B. 0. Model for 'School Administrators with me and the courtesy of
being able to use it within the Windsor Public Schools.

.B

PJS:jc

wishes for the future.

erely yours,

41?

c)C/i4
Paul J. (rbo, Jr.

of Schools

1.05 I

P.O. BOX 10 150 BLOOMFIELD AVENUE WINDSOR, CyNNECTIUT 06095 TEL: 688-3631
)..



EVALUATION - ASSESSMENT OF MAXI II PRACTICUM.

The evaluation of this practicum was carried out in the following

manner.

1. An M.B.O. model was developed and designed by me.

2. It was successfully applied to selected Newington

school administrators who have stated in writing that

the.mbdel was of great value to them. Data submitted

by the Newington school administrators as illustrated

in the appendices of this report is evidence of the

..successful,application of the M.B.O. model.

3. School administrators in other school districts reviewed

the M.B.O. model after on-site visits by me. My purpose

was to assist these school administrators in the develop-

ment of-Management Objectives. I received. letters from

them `stating that the M.B.O. mode], can be of assistar)ce

to their school districts. ManY alsostated that with °

the help of this model,many of these school districts

started to develop M.B.O. systems.

4. Appraisal forms and procedures were developed based on'

management by objectives. Forms and their applications

are demonstrated in the appendiceS of the report..

106
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Value of Effort:

The practicum demonstrated that management by objectives
.

could be utilized by' school administratgrs to correct deficiencies

in their school system and provided a reasonable procedure through

which change and OrectiOn could befacilitated.

Asa result of the various to Iniques and activities used to

develop an .M.8.0.* model and to'implement this practicum, the school

system derived a nnnber of values'through this process.

1.- Administrators developed better communication

techniques with their staft and'supervisors

. ,

2. It had the. effect of,unifying the organization.

3. It provided a leadership approach which provided-

direction _for-the:school systeffi.

4. Administrators were able to determine which tasks

deserved priority attention to achieve the

purposes and objectives of theoganization.

5. It pennitted staff to participate in the decis'ion-

making,process.

6. It demonstrated how a high degree of flexibility

can go into decision-makine.procedures.

7. -it demonstrated how M.B.O. is most effective in

helping to devise ncl'implement strategies for

change,.

8. Effort demonstrated more effective management

procedures.

practicum also demonstrated that an M:13,0. model

can l valuable to other school systems.
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IMPLICATIONS FOR FUTURE bIRECTIONS

O

105.

Adoption of M.B.O. for administrators, in a school system could result

in the expansion othe concept to other lev is o:& professional and non-

/ professional participation. An administrator who experiences. success

through management by objectives might use the system with his teaching

staff. Teachers, in turn, can useit with their students. There is no

reason:.why M.B.O. cannot be profitably applied by teachers in the evalu-

ation of aides; by boards of education in addressing their own manage-

ment roles and operating policies; by clerical, maintenance, and food

service supervisors. Every employee can use M.B.O. to improve his

performance. Hence, the adaptation bya school system of management by

objectives,bythe administrative staff could result in an enlargement

and expansion to other areas of the schoo system.

Another implication for future stud might be the compensation of,

school administrators based on M.B.O. performance only., Can M.B.O. be

used as a basis for merit pay of school administrators? Can an adminis-

trative team.function in a collegial relationship when merit pay is-

applied?
ro

The above qUestions could not be answered, since this practicthn could

not concern inself with this issue.

The purpose of this practicum was to design a conceptual M.B.O.

model to be applied to a selected group of Newington administrators, and
O

to determine the possible use of the model in other 'school.systems. The

objects set forth in this. practicum have been accomplished.

112



D

APPENDICES A-S WERE REMO D FROM

THIS DOCUMENT PRIOR TO *S"BEING.
\ ty

SUBMITTED, 110 THE ERIC D DUMENT

\

REPRODUCTIONSERVICE.

113 4
;



BIBLIOGRAPIfy.

Drucker, Peter F:1, ihe Practice of Management, New York: Harper.& Row, 1954.
t

. Marvin, Philip, Management Goals: Guidelines and Accountability, Homeward;
Illinois: Dow Jones-Irvin, Inc., 1969..

McGregor, Douglas, The Human Side of Enterprise, New-York: McGraw-Hill
_

Book Co., 1960

The Professional Manager, McGraw-Hill Book Co.,
New York,'1967.

Morrisey, George L., Management by Objctives.ang ReiUlts,,Reading, Mass.:
Addison-Wesley Iu1iishing Co., 1970.

Odiorft, Gebrge S., Management by Objectives, Pitman Publishin& CoMpany,
NeW York, 1965,'

Management Decisions by Objectives, Prentice-Hall Inc.,
-Englewood Cliffs, New Jersey, 1969.

Ryan, Joteph, "flow ta M.B.O." Management Today, April 1971.

,Sehlek, Edward C. "Management by Objectives," Management Review, November, 1959.
,

= rM,uiagbtnent by Results, McGraw-Hill Book.=Compai$r,
New York, 1961:

Schreider, D,E. and Sloan, S. "Management by Objectives," Personnel
Administrator, May-June 1970.

Toffler, Alvin, iuture Shock, 'New York: Random House', 1970.

Mae

114
tp


